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Preface... 


It gives us great pleasure in presenting this book “Principles and Practices of 
Management and Organizational Behaviour" designed to serve as a textbook for students 
of the Semester Four of Master of Computer Application (M.C.A.). The book is organized in 
such a way that it mirrors the revised syllabus of University of Pune. The book will be found 
useful by a wide section of readers, teachers and students of Business, Technology and 
Computer Management courses in Indian Universities. The entire book is freshly written and 
thoroughly revised. r 

The book has its own unique features. It brings out the subject in a very simple and lucid 
manner for easy and comprehensive understanding of the basic concepts, its intricacies, 
procedures and practices. This book will help the readers to have a broader view on 
Principles and Practices of Management and Organizational Behaviour. The language used in 
this book is easy and will help students to understand the matter in a better and easier way. 

Particular attention has been paid to make this book stimulating and highly readable. The 
result is a text which is clear, focused and designed to capture student interest. This text is 
equally suitable for courses directed at undergraduates and postgraduates. 

We have given our best inputs for this book. Any suggestions towards the improvement 
of this book and sincere comments are most welcome. 

Qur sincere thanks to Shri. Dineshbhai Furia, Mr. Jignesh Furia of Nirali Prakashan for 
trusting and giving this opportunity to work with them. 

We also thank to Mr. Malik Shaikh, Mr. Amol Mahabal for their excellent co-operation in 
the preparation of this book. 

Any suggestions and improvements in contents of book will be appreciated and 
accordingly modifications can be done in later editions. 


» Authors 
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1.2 The Need, Scope and Process of Management 

13. Managerial Levels/Hierarchy 

14 Managerial functions: Planning, Organizing, 
Staffing, Directing, Controlling 

LS Types of managers and its Skill: Functional, 
Specialize, Generalize 

16. Social Responsibility of Management 
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Nature and Development of Management Thought: 

2.1 Historical Perspective 

2.2 Evolution of Management: Introduction to Scientific 
Management by Taylor, Administrative 
Management by Fayol, Contribution of Peter 
Drucker 

2.3 System approach-with reference to Management, 
Organization and MIS 

2,4 Contingency Approach 


10 


Decision-making: 

3.1 Introduction 

3.2 Decision making Environment: Decision-making 
Under Certainty, Under Uncertainty, Under Risk 

3.3 Types of Decision, Decision-making Processes and 
Tools 

3.4 Individual Vs Group Decision-making 
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Organizational Culture: 
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-| Motivation and Leadership: 15 7 

¥Concept of Motivation, Benefits to Organization 

and Manager 

5.2 Maslow's Need Hierarchy Theory 
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Leadership, Transformational Leadership, 
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6. | Team Building: 15 10 

6.1 Concept of Team, Nature, Benefits from Team 

6.2. Types of Teams 

6.3 Creating Effective Teams, Turning Individuals into 
Team Player 

Note: Case studies should be covered on this topic 


7. | Stress Management and Conflict Management: 15 7 


7.1 Work Stress: Meaning of Stress, Stressors, Sources 
of Stress, Types of Stress 

7.2 Stress Management Strategies 

7.3 Concept of Conflict, Functional versus 
Dysfunctional Conflict 

7A Five stage Conflict Process, Types of Conflict (Task 
Conflict, Relationship Conflict, Process Conflict, 
Personality Conflict, Intergroup Conflict) 

75 Managing Conflict (Styles for Handling 
Dysfunctional Conflict, Third-Party Interventions) © 7. Stress Management and Conflict Management 7.4 -7.23 

Note: Case studies should be covered on this topic = th ? 

8.. | Personality and Understanding Individual Behavior: 15 5 


8.1 Introduction, Definition of Personality - 
Determinants of Personality 


8.2 Personality Theories - Personality and Organization 
8.3 Personality Structure - Personality and Behavior 
8.4 Ego State, Johari Window - Transactional Analysis f Í 
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Contents ... 

1.1 Meaning and Definition 

1.2 Need, Scope and Process of Management 

1.3. Managerial Levels/Hierarchy 

1.4. Managerial Functions : Planning, Organizing, Staffing, Directing, Controlling 
1.5 Types of Managers and its Skills, Functional, Specialize, Generalize 

1.6 Social Responsibility of Management 

° Practice Questions 


| 1.1 | MEANING AND DEFINITION 


(A) Management - Meaning : 
* Management is the primary force within any organisation which coordinates the 
activities of its. various systems and relates them to the environment. The need for 
management arises out of scarcity of the resources that satisfy human wants, and out 
of the diversity and complexity of human activities. We can confidently say that 
‘management’ is one of the humanities most notable discoveries. 
According to Peter Drucker, it~is a key social institution: “The emergence of 
management as an essential, a distinct, and a leading institution is a pivotal event in 
social history. Rarely, if ever, has a new basic institution, a new leading group, 
emerged as fast as management since the turn of this century. Rarely in human 
history has a new institution proved indispensable so quickly, and even less often has 
` a new institution arrived with so little opposition, so little disturbance, so litde 
controversy.” 
Peter Drucker has correctly remarked that “neither results nor resources exist inside 
the business, both exist outside.” 
Management uses resources to achieve the predetermined objectives. The business 
manager interprets the need of the situation as it arises and makes appropriate 
arrangements. 
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e A good manager is an artist, who makes proper arrangements to accomplish the 
desired results within the specific time limit with the limited resources available to 
him. The objectives must be realised in such a manner that the business is able to earn 
some surplus to meet the needs of growth and expansion. 

e Management is like the brain in the !.uman body, without which the human body is 
just a collection of flesh and bones, unable to do anything. Similarly, the various 
factors of production like money, materials, machinery and manpower lead to nothing 
unless a calibered management is present to plan, organise, direct, coordinate and 
control them. Without management no objectives can be achieved. 

e Management is the most important function concerned with all aspects of the making 
of an enterprise. A 

(B) Important Definitions of Management : 


F. W. Taylor: “Management is the art of “knowing what you want to do” and 
then seeing that it is done in the best and cheapest way”. 3 

Henry Fayol: “Management is to forecast and to plan, organise, command, i] 
coordinate and control”. a 

Ralph C. Davis: “Management is the function of executive leadership anywhere”. a 

E. F. L. Breach: “Management is concerned with seeing that the jobs get done: it i 
tasks all the centres on planning and guiding the operations that 4 
are going on in the enterprise. It is the persuasiveness of these $ 
human elements that gives management its special character as : 
a social process”. 

George R. Terry: “Management is a distinct process consisting of planning, 


organising, actuating and controlling to determine and 
accomplish the objectives by the use of people and resources”. 


William Spriegel and | “Management is that function of an enterprise which concerns 
Richard Lansburgh: itself with the direction and control of the various activities to 
attain the business objectives. Management is essentially an 
executive function. It deals particularly with the active 
directions of the human efforts. 


Lawrence A. Appley: | “Management is the development of people and not the direction 


of things. Management is personnel administration”. 


Sir Chales Renold: “Management is the process of getting things done through the 


agency of a community”, 


leadership”. 


Donald J. Clough: [eg is the art. and science of decision-making and 
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Dalton E. Mcfar'and: “Management is the process by which managers create, direct, 
maintain and operate purposive organisations through 


systematic, coordinated, cooperative human effort”. 


stanley Vance: “Management is simply the process of decision-making and 
control over the action of human beings for the express purpose 
of attaining predetermined goals”. 

R. M. Currie: “Management is the organisation and control of human activity 
and is directed towards specific ends”. 

American “Management is “the art of getting things done through other 

Management people”. 

Association: 


Peter F. Drucker: “Management is work, and as such it has its own skills, its own 
tools, its own technique ...... management is the origin, the life- 


| giving acting dynamic organ of the institution it manages”. 


In short: 

* Management is a discipline. 

+ Management is also about people. 

+ Management is practice and its essence is not in knowing but doing. 
(C) Features of Management: 

The features of management are: 

1. Management is an art. 

It is also a discipline or a science. 


2. 
3. It is a process of achieving results. 
4. 


It determines the goals and objectives of the enterprise and lays down the plans 
for the achievement of these predetermined objectives. 


5. Itis a social process involving integration of people for common objectives. 
NEED, SCOPE AND PROCESS OF MANAGEMENT 


(A) Need and Scope of Management : 
“So much of what we call management consists in making it difficult for people to work.” 


- Peter F. Drucker 


* Management has gradually developed with the development of trade, commerce and 
industry. Business as a word refers to all those activities which involve production to 
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the ultimate consumption of produced goods. The common goal of all business is to 
maximise profits by providing better quality products or services to the society at a 
reasonable cost and this calls for low cost of production. 

e Administration and management are the driving forces which aid an organisation to 
achieve the above objectives and goals. 

e When practicing managers are faced with difficult and complex problems, for 
example, designing an organisational structure for a new manufacturing piant or 
attempting to motivate a work force characterised by apathy and low productivity or 
to use financial and non-financial resources effectively and efficiently — they quite 
naturally feel the need for a set of principles to turn to, in order to help them reach the 
right decisions. 

e The principles of management are, of course, quite unlike the principles of 
mathematics or the laws of the natural sciences. In the management field there is no 
universal agreement as to what the principles are, nor can it be valid for all situations. 

e Management is not confined to factories, stores or offices. Homes, clubs and one’s 
personal affairs - all need to be managed. 

e The principles of management are now universally used not just for managing 
business organisations but are also applied to various other types of organisations 
such as educational, social, military and governmental organisations. 

* Management is thus the same process in all forms of organisations, although it may 
widely vary in its complexity with the size of the organisation. It would perhaps be 
better not to use the term ‘principles’ at all, but to refer to them instead as guidelines. 

(B) Importance/Significance of Management : 

+ The modern world is witnessing continuous breakthroughs in science and technology. 
There is no doubt that all the breakthroughs and developments were made possible by 
efficient and effective management. 

e Extensively and intensively applied in every organisation, economy and society, the 
knowledge of management has universal applications. It enables the efficient and 
effective utilisation of limited/scarce resources, eliminates wastage and brings about 
order and discipline. In business, knowledge of management is critical to generation 
of higher profits, the productive efficiency of quality and competence of its managers. 

e By application of managerial knowledge, physical resources are utilized through 
labour for achieving the objectives of the organisation. 

e In the context of organisational activities, the importance of management can be 
outlined as under: 

1. Efficient Accomplishment of Pre-determined Goals : 

e Management facilitates the efficient accomplishment of goals. Activities and 
functions performed by various individuals in the organisation are properly 
directed and coordinated towards these goals by managers. Successful managers 
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are responsible for growth and expansion of an enterprise. Quite often it is 
inefficient management that retards the growth and expansion of the 
organisation. 

e A team of professional managers successfully lead, motivate and guide others for 
making valuable contributions towards the goals. 

2. Effective and Optimum Utilisation of Resources : 

e An effective and optimum utilisation of all resources can be secured by applying 
managerial knowledge (as indicated in Fig 1.1). 

e Management integrates physical and human resources for realising objectives. 
Wastage and spoilage of resources are minimised to a great extent. The optimum 


use of resources bring good results to the organisation. 
Planning Organising Leading Controlling 


Financial 
resources 


Physical 
resources 


Inputs from the environment 


Information 
resources 


Efficiency and effectiveness 
Fig. 1.1: Management in Organisations 
(Source: Griffin, 1990, P7) 

3. Higher Efficiency : : 

e ‘An application of management knowledge results in proper and effective 
utilisation of resources and helps in reducing the cost of various operations. By 
economizing various operations related to distribution and production, the entire 
functioning of the organisation can be made cost-efficient. 

4. Corporate Image : 

* Management remains a critical variable in an organisation because survival, 
profitability and growth of an organisation, to a large extent, depend on a 
professional approach and the abilities of the managers. Proper management 
enables an organisation to enhance its corporate image. This is because of quality 
products and services offered by the company. 
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(C) The Process of Management : 

+ Management is a process of planning, organising, directing and controlling. The 
process of management is necessary in order to attain the objectives. For this 
purpose management must: 

o Plan the activities. 

o Organise the physical, financial and human resources. 

o Direct the subordinates and provide them with appropriate motivation. 
o Control the activities. 


PLANNING 
Determining the 
organisation goals 
and deciding how 
best to achieve them 


CONTROLLING 


ORGANISING 


Monitoring and Determini 
i : ing how 
correcting ongoing je-ou best to group activities 
acas 10 and resources 
facilitate goal 
attainment 


LEADING 
motivating members 
of the organisation 
to work in the best 

interest of the 
organisation 


Fig 1.2: The Management Process 
(Source: Griffin, 1990, P9) 

* The process of management i.e. planning, organising, directing and controlling 
continues as long as the organisation is in existence. Management process is not a 
one-time activity. None of the managerial functions would produce the ultimate 
results in the absence of all the other basic functions. We can thus say that 
management is a continuous process. 
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MANAGERIAL LEVELS/HIERARCHY 


+ Managers are charged with the responsibility of taking decisions that will make it 
possible for individuals to make their best contribution to group objectives. 

e Management thus applies to every business organisation irrespective of its size, 
whether small or large, profit or non-profit enterprises, and manufacturing as well as 
service enterprises. The term ‘enterprise’ refers to business, government agencies, 
hospitals, academic institutions, etc. Every business organisation irrespective of its 
size, has many managerial positions in its structure. 

* Organisation structure gives a concrete shape to the organisation. The structure 
specifies division of work activities and shows how different functions or activities are 
linked. It also indicates the organisation’s hierarchy and authority structure, and 
shows reporting relationships (as indicated in Fig. 1.3). 


Top 
managers 


= 


iddle 


managers 


a 


LEVELS OF MANAGEMENT 


First line 
managers 


> 
= g & 8 é 
x $ È ss £ È 
$ & £ <8 š $ 
fo) s € com 
è 


Fig. 1.3: Managerial Levels And Areas 


(Source: Griffin, 1990, P1) 
1. Top Managerial Level : j 
* All managers in an organisation do not belong to the same class or level. Some 
managers belong to the higher level or top level consisting of the Company President, 
Board of Directors, Executive Vice-President, etc. i.e. the men who coordinate all the 
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"specialties and make policy decisions, determine the company goals, frame corporate 


the ownership group. 

* Besides the board, other functionaries including the Managing Director, General 
Manager or Chief Executive to help the Directors are included in this level. It is the 
highest level in the managerial hierarchy and ultimate source of authority in the 
organisation. The top level managers are accountable to the owner and responsible for 
the overall management of the organisation. 

2. Middle Managerial Level : 

+ Next is the middle level management, a vast and diverse group that includes Sales / 
Marketing Managers, Production Managers and many other departmental managers 
and divisional heads, and so on. These executives are mainly concerned with the 
overall functioning of their respective departments. They act as a link between the top 
and lower level managers. The activities of the middle level managers centers around 
determining departmental goals, providing recommendations to top management, 
interpretation of policies framed by the top management and devising ways and 
means for accomplishing them. 

3. Lower Managerial Level : 

«The lower (or first line) management group is made up of Inspectors, Foremen, 
Supervisors, Section Officers, etc. who are only one step above in rank and file. The 
lowest point at the managerial hierarchy is represented by the lower level 
management. They are in direct touch with the ‘core group’ of workers. They directly 
supervise the work performed by the core group workers. The lower level managers 
are concerned with issuing orders and instructions, guiding and directing employees, 
educating them about the methods of doing work, regularly supervising their activities 
and acting as a link between the management and the employees. e 


MANAGERIAL FUNCTIONS : PLANNING, ORGANIZING, 
STAFFING, DIRECTING, CONTROLLING 


e Although there is some disagreement among writers on management about 
managerial functions, five functions seem to be more or less universally accepted. 
Though some authors may add others, the key functions are: planning, organising, 
directing, coordinating, and controlling. 

1. Planning: 

» Planning involves selecting missions and objectives and the action to achieve 
them. It requires decision-making i.e. choosing future courses of action from 
among the alternatives. 


policies, mobilise resources, etc. The top level management is generally occupied by 
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e Planning is a function which is performed by managers at all levels - top, middle 
and supervisory. 

e Planning involves decisions concerning how the organisation is to accomplish its 
goals. This includes deciding what is to be done, how it is to be done, when it is to 
be done, and by whom it is to be done. Without planning, any organisation will 
just drift along and will probably soon disappear. 

2. Organising: 

e Organising involves the preparation necessary for implementing plans. People 
working together in groups to achieve goals must-have roles to play, much like the 
parts actors fill in a drama. The concept of ‘role’ implies that what people do has a 
definite purpose or objectives, they know how their job objective fits into group 
effort and they have the necessary authority, tools and information to accomplish 
the task. 

e Organising, then, is that part of managing that involves establishing an intentional 
structure of roles for people to fill in an organisation. 

* The manager must determine who reports to whom in the organisation. With jobs 
divided, it will be important for some individuals to be in charge of coordinating 
the efforts of the members of the organisation, and those people must be identified 
and the relationship among them clearly defined. : 

œ ` Organising also requires that the manager define the paths by which 
communication will flow within an organisation. 


3. Staffing: 


e The managerial function of staffing involves manning the organization structure 
through proper and. effective selection, appraisal and development of the 
personnel to fill the roles assigned to the employers/workforce. 

e According to Theo Haimann, “Staffing pertains to recruitment, selection, 

- development and compensation of subordinates.” 

e Staffing is an important managerial function. Staffing function is the most 
important managerial act along with planning, organizing, directing and 
controlling. The operations of these four functions depend upon the manpower 
which is available through staffing function. 

e Staffing is a pervasive activity. As staffing function is carried out by all managers 
and in all types of concerns where business activities are carried out. 

e Staffing is a continuous activity. This is because staffing function continues 
throughout the life of an organization due to the transfers and promotions that 
take place. 

e The basis of staffing function is efficient management of personnels. Human 
resources can be efficiently managed by a system or proper procedure, that is, 
recruitment, selection, placement, training and development, providing 
remuneration, etc. 
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Staffing helps in placing right men at the right job. It can be done effectively 
through proper recruitment procedures and then finally selecting the most 
suitable candidate as per the job requirements. 

Staffing is performed by all managers depending upon the nature of business, size 
of the conwpany, qualifications and skills of managers, etc. In small companies, the 
top management generally performs this function. In medium and small scale 
enterprise, it is performed especially by the personnel department of that concern. 


4. Directing: 


Directing involves leading and motivating members of the organisation in such a 
way that they will contribute to organisation and group goals. In addition to 
achieving the organisation’s immediate goals, the manager, through leadership 
abilities and the ability to motivate subordinates, must satisfy the needs of 
employees so that the organisation can continue to exist in the future. 

All managers would agree that their most important problems arise from people ~ 
their desires and attitudes, their behaviour as individuals and in groups. Effective 
managers also need to be effective leaders. 


5. Controlling : 


. 


Controlling involves guiding the organisation in the direction that it should be 
going in order to accomplish its goals. Controlling is the measuring and correcting 
of activities of the subordinates to ensure that events conform to plans. 

The manager must ensure that everything occurs in conformity with the plan 
adopted, the instructions issued and the principles established. This is the 
controlling function of management, and involves monitoring the activities of the 
organisation and comparing them with the organisational plans. If there is 
disagreement between the plans and the actual performance of the organisation, it 
is the manager’s job to make the changes needed to bring the performance in line 
with the plans. The alternative is to modify the plans. . 

In the absence of proper control, there is no guarantee that the objectives which 
have been set-up will be realised. 


6. Co-ordinating : 


Coordinating involves ensuring that the diverse but inter-related activities in the 
organisations are directed toward the accomplishment of organisational goals. If 
the activities of the members of the organisation are not coordinated, people will 
be working at cross-purposes, and in some cases against each other. Obviously, 
larger the organisation, the more complex is the job of coordination. 
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TYPES OF MANAGERS AND ITS SKILLS, FUNCTIONAL, 
SPECIALIZE, GENERALIZE 


(A) Types of Managers : 
1. Functional Manager: 


e A functional manager is a person who has management authority over an 
organizational unit - such as a department - within a business, company, or other 
organization. Functional managers have ongoing responsibilities, and are not 
usually directly affiliated with project teams, other than ensuring that goals and 
objectives are aligned with the organization's overall strategy and vision. 

e In both traditional and matrix organizations, the control of the resources is 
centered around the functional managers, essentially putting project managers at 
a disadvantage when bargaining about staffing arrangements. Additionally, in 
such organizations, Project managers usually report to functional managers, who 
report to senior management. 


2. Special and General Manager : 


+ A Special manager may be responsible for one functional area, but the General 
Manager is responsible for all areas. Sometimes, most commonly, the term General 
Manager refers to any executive who has overall responsibility for managing both 
the revenue and cost elements of a company's income statement. This is often 
referred to as Profit & Loss (P&L) responsibility. This means that a General 
Manager usually oversees most or all of the firm's marketing and sales functions 
as well as the day-to-day operations of the business. 

+ Frequently, the General-Manager is responsible.for effective planning, delegating, 
coordinating, staffing, organizing, and decision making to attain desirable profit 
making results for an organization. 

e In many cases, the general manager of a business is given a different formal title 
or titles. Most corporate managers holding the titles of Chief Executive Officer 
(CEO) or President, for example, are the General Managers of their respective 
businesses. More rarely, the Chief Financial Officer (CFO), Chief Operating Officer 
(COO), or Chief Marketing Officer (CMO) will act as the General Manager of the 
business. Depending on the company, individuals with the title Managing Director, 
Regional Vice President, Country Manager, Product Manager, Branch Manager, or 
Segment Manager may also have general management responsibilities. 

* In large companies many vice presidents will have the title of General Manager 
when they have the full set of responsibility for the function in that particular area 
of the business and are often titled Vice President and General Manager. 
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* In consumer products companies, General Managers are often given the title 
Brand Manager or Category Manager. 
e In professional services firms, the General Manager may hold titles such as 
Managing Partner, Senior Partner, or Managing Director. 
3. Line and Staff Managers : 
e Authority is the right to perform or command. It allows its holder to act in certain 
| designated ways and to directly influence the actions of others through orders. 


Types of Authority : 

e There are 3 main types of authority that exist within an organization: 
(a) Line Authority 
(b) Staff Authori: * 
(c) Functional Authority 

e Each type exists only to enable individuals to carry out the different types of 


4 e It also allows its holder to allocate the organization’s resources to achieve responsibilities with which they have been charged. 
į organizational objectives. (a) Line Authority 
Authority on the Job 


e The most fundamental authority within an organization, reflects existing superior- 
subordinate relationships. It consists of the right to make decisions and to give 
order concerning the production, sales or finance related behaviour of 


e Barnard defines authority as “the character of communication by which an order is 
i accepted by an individual as governing the actions that individual takes within the 


i Span subordinates. 
i e Barnard maintains that authority will be accepted only under the following i 
cneane » In general, line authority pertains to matters directly involving management: 


system, production, sales, finance etc., and as a result with the attainment of. 
objectives. 

e People directly responsible for these areas within the organization are delegated 
Jine authority to assist them in performing their obligatory activities. 

(b) Staff Authority : 

e Staff authority consists of the right to advise or assist those who possess line 
authority as well as other staff personnel. 

e Staff authority enables those responsible for improving the effectiveness of line 
personnel to perform their required tasks. 

+ Line and Staff personnel must work together closely to maintain the efficiency and 
effectiveness of the organization. To ensure that line and staff personnel do work 
together productively, management must make sure that both groups understand 
the organizational mission, have specific objectives, and realise that they are 
partners in helping the organization reach its objectives. 

e Size is perhaps the most significant factor in determining whether or not an 
organization will have staff personnel. The larger the organization, the greater the 
need and ability to employ staff personnel. 

* As an organization expands, it usually needs employees with expertise in 
diversified areas. Although small organizations may also require this kind of 
diverse expertise, they often find it more practical to hire part time consultants to 
provide it is as needed rather than to hire full time staff personnel, who may not 
always be kept busy. 


(a) The individual can understand the order being communicated. 

(b) The individual believes the order is consistent with the purpose of the 
organization. 

(c) The individual sees the order as compatible with his or her personal interests. 


(d) The individual is mentally and physically able to comply with the order. 


| e The fewer of these four conditions that are present, the lower the probability that 
| authority will be accepted and obedience be exacted. 
«  Barnad offers some guidance on what managers can do to raise the odds that their 
| commands will be accepted and obeyed. He maintains that more and more of a 
i manager’s commands will be accepted over the long-term if : 
| {a) The manager uses formal channels of communication and these are familiar to all 
i organization members. 
| (b) Each organization member has an assigned formal communication channel 
| through which orders are received. 
| (c) The line of communication between manager and subordinate is as direct as 
| possible. 
H (d) The complete chain of command is used to issue orders. 
| (e) The manager possesses adequate communication skills. 

(Ð The manager uses formal communication lines only for organizational business. 
| (g) A command is authenticated as coming from a manager. 
| 
| 
| 
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(c) Functional Authority : 


Functional authority consists of the right to give orders within a segment of the 
organization in which this right is normally non existent. 
This authority is usually assigned to individuals to complement the line or staff 


authority they already possess. 
Functional authority generally covers only specific task areas and is operational 


only for designated amounts of time. It is given to individuals who, in order to 
meet responsibilities in their own areas, must be able to exercise some control 
over organization members in other areas. 


(B) Managerial Skills : 


. 


What makes a good manager? Innate traits or acquired skills? Assuming that a 
manager is one who directs the activities of other persons and undertakes the 
responsibility for achievement of objectives through such efforts, successful 
management seems to rest on three basic developable skills: technical, human and 
conceptual. The relative importance of these three skills varies with the level of 


managerial responsibility. 


1. Technical Skill : 


The technical skill implies an understanding of and proficiency in a specific kind 
of activity, particularly one involving methods, processes, procedures, or 
techniques. It involves specialised knowledge, analytical ability within that 
speciality, and facility in the use of the tools and techniques of the specific 
discipline. Vocational and on-the-job training programmes largely do a good job in 
developing this skill. 


2. Human Skill: 


This refers to the ability to work with, understand and motivate other people; the 
way the individual perceives (and recognises the perceptions of) his superiors, 
equals, and subordinates, and the way he behaves subsequently. 

The person with highly developed human skills is aware of his own attitudes, 
assumptions, and beliefs about other individuals and groups; he is able to see the 
usefulness and limitations of these feelings. He is sufficiently sensitive to the needs 
and motivations of others in his organisation so that he can judge the possible 
reactions to, and outcomes of, the various courses of action he may undertake. 
Human skills could be usefully divided into: (a) leadership ability within the 
manager's own unit and (b) skill in intergroup relationships. Experience shows 
that outstanding capability in one of these roles is frequently accompanied by 
mediocre performance in the other. 

Intragroup skills are essential in lower and middle management roles and 
intergroup skills become increasingly important in successively higher levels of 
management. 
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e ‘To acquire the Human Skill, the executive must develop his own personal point of 
view toward human activity so that he will: (a) recognise the feelings and 
sentiments which he brings to a situation, (b) have an attitude about his own 
experience which will enable him to re-evaluate and learn from them, (c) develop 
ability in understanding what others by their actions and words are trying to 
communicate to him and (d) develop ability in successfully communicating his 
ideas and attitudes to others. 

+ The process of acquiring this ability can be effectively aided by a skilled instructor 
through use of case problems coupled with role playing. It is important that the 
trainee self-examines his own concepts and. values, which may enable him to 
develop more useful attitudes about himself and about others. 

Conceptual Skill : 

e This skill involves the ability to see the enterprise as a whole; it includes 
recognising how the various functions of the organisation depend on one another, 
and how changes in any one part affect all the others; and it extends to visualising 
the relationship of the individual business to the industry, the community, and the 
political, social and economic forces of the nation as a whole. 

* The conceptual skill involves thinking in terms of the following: relative emphasis 
and priorities among conflicting objectives and criteria; relative tendencies and 
probabilities (rather than certainties); rough correlations and patterns among 
elements (rather than clear-cut cause-and-effect relationships). 

e Training can enhance previously developed conceptual abilities. In developing the 
conceptual skill, some of the best results have been achieved through "coaching" of 
subordinates by superiors. One way a superior can help-"coach" his subordinates 
is by assigning a particular responsibility, and then responding with searching 
questions or opinions, rather than giving answers. 


e . Another excellent way to develop this skill is through trading jobs by moving 


promising young men and women through different functions of the business but 
at the same level of responsibility. 

* Special assignments, particularly the kind which involve inter-departmental 
problems, can also help develop this skill. 


SOCIAL RESPONSIBILITY OF MANAGEMENT 


(A) Introduction and Meaning : 
* The term CSR means the continuing commitment by businesses to behave ethically 


and contribute to economic development, while improving the quality ofAife of the 
workforce and their families, as well as of the local communities and societies at 
large. It enables the company to leverage its products, employee strength, 
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networks and profits and up to some extent to create a sustainable change for 
marginalized communities. 

Despite certain criticisms on the CSR activities, more and more companies in the 
world are inclined towards corporate social responsibility. The CSR Executives 
have the task of reconciling the various programs, quantifying their benefits, or at 
least sketching a logical connection to the business, and securing the support of 
business line counterparts. CSR can not only refer to the compliance of the human 
right standards, labor and -social security arrangements, but also to the fight 
against climate change, sustainable management of natural resources and 
consumer protection. 

The demographics, literacy rate, poverty ratio and GDP of the country have 
significant role in determining the directions of CSR initiatives of an organisation. 
In Asian companies, CSR mostly involves activities like adopting villages for 
holistic development, in which they provide medical and sanitation facilities, build 
school and houses, and help villages become self-reliant by teaching them 
vocational and business skills. 


Corporate Social Responsibility (CSR) - What does it mean? 


Corporate Social 
Responsibility is all about 
setting Policies, Objectives and 
Targets for Excellence 
in three key areas: 


Health and Safety | Environment ] | Social and Community | 
i Pay jing Emissi ‘Actively engaging with 
Tmurovng Employee and | | Addressing Emissions, gaging 
eee Energy Efficiency, Climate Employees, 
Contractor Safety through | | ` change, Biodiversity, Neighbours, 
pania E E Product Life Cycle Legislators, Regulators 
Tears Coatoretny and Innovation and NGOs 


L 


Then Monitoring and 
Verifying Performance 
-| and setting Targets for 

Continuous Improvement 


Finally, CSR 
Reporting to all 
Stakeholders 


Fig. 1.4: Corporate Social Responsibility 
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The idea behind corporate social responsibility is that companies have multiple 
responsibilities to maintain. These responsibilities can be arranged in a pyramid, 
with basic responsibilities closer to the bottom. As a business meets lower-level 
responsibilities that obligate it to shareholders and the law, it can move on to the 
higner level responsibilities that benefit society. 


(B) Dimensions of Corporate Social Responsibility : 


Traditionally, companies have had one responsibility: to make a profit. But the 

concept of corporate social responsibility holds that companies should be 

responsible to more than just their owners. Corporate social responsibility holds 
that there are multiple dimensions that should affect a company's actions. 

Understand these dimensions when planning your own company’s corporate 

social responsibility efforts. 

1. Environmental Responsibilities : The environmental dimension of corporate 
social responsibility refers to your business's impact on the environment. The 
goal, as a socially responsible company, is to engage in business practices that 
benefit the environment. For example, you might choose to use recycled 
materials in your packaging or ad renewable energy sources like solar power 
to your factory. 

2." Social Responsibilities : The social dimension of corporate responsibility 
involves the relationship between your business and society as a whole. When 
addressing the social dimension, you should aim to use your business to 
benefit society as a whole. This could involve sourcing fair trade products, for 
example, or agreeing to pay your employees a livable wage. It could also 
involve taking on endeavors that benefit society, for instance using your 
resources to organize charitable fundraisers. 

3. Stakeholder Responsibilities : The stakeholders are all of the people affected 
by the company’s actions. These include employees, suppliers and members of 
the public. When considering the stakeholder dimension of corporate social 
responsibility, consider how your business decisions affect these groups. For 
example, you might be able to increase your output by having employees work 
more, but you should consider the impact it will have on them, not just your 
bottom line. x 


4, Voluntariness Responsibilities : Actions that fall into the voluntariness 
dimension are those that you are nót required to do. These actions are based in 
what your company believes is the correct thing to do. They may be based in 
specific ethical values that your company holds. For example, you may believe 
that using organic products is the right thing to do even if you are not required 
to do so. 
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PRACTICE QUESTIONS 
1. Define Management. State its need and importance. 
2. Explain the various functions of management. 
3. Discuss the various managerial skills. 
4, Explain the various types of managers. 
5. 


Nature and Development of 


. Write short notes: 
(a) Process of Management 
(b) Managerial Levels. 
(c) Social Responsibility of Management. 


Management Thought 
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2.1 Historical Perspective 
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Administrative Management by Fayol, Contribution of Peter Drucker 

2.3 System Approach with Reference to Management, Organisation and MIS 

2.4 Contingency Approach 

. Practice Questions 


HISTORICAL PERSPECTIVE 


“Management means, in the last analysis, the substitution of thought for brain and 
muscle, of knowledge for folklore and superstition, and of cooperation for force.” 
~ Peter F. Drucker 
Management is a developing-science: It has: grown along with and in line with the 
growth of social, political, economic and scientific institutions. 
The evolution of management thought can be considered to have taken place in five 
stages from pre-historic times viz. ` 
Pre-historical, 
2.° Organised society, 
3. Era of industrial revolution, 
4. Towards consolidation and codification, i 
5. Recent developments. i 
Pre-Historical : 
* Management is as old as man. The awareness of the need for management skills 
dates far back to the beginnings of recorded history. In the villages of the 
Euphrates valley, a type of management was evolved by’ the priests, who were 
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worshipped by the people, by virtue of their authority as representatives of God. 
The priests planned trade routes and organised the work of labourers, artisans, 
soldiers and traders. They even financed their undertakings. Staff groups of 
scribes were employed by them to keep records and prepare reports. 

2. Organised Society : 

e Another contribution to the development of organisation and management was by 
the Roman Catholic Church. The development of the hierarchy of authority with its 
territorial organisation, the specialisation of activities along functional lines and 
the early use of the ‘staff device are striking examples of the principles of 
management developed by the Church. More than 1,500 years ago, Lao-Tzu, the 
keeper of the Chinese Imperial Archives, offered advice to the government on the 

{ management of human institutions. 

i 3. Era of Industrial Revolution : 

e This stage marks the beginning of the movement towards understanding the 
managerial and broader social implications of rapid technological progress. With 


experience is remarkably close to our recent understanding of the functions of 
management.” 

e Ahistorical study of the contribution made by various management scientists provides 
useful information about the important milestones in management science. There is a 
difference of opinion about the influence of technology and social organisations in the 
progress of the society. It is true that technological developments are revolutionary in 
character while developments in social organisations are evolutionary. There is'a 
view-point that the changes in social organisations directly contribute to the 
technological developments, which in turn contribute to social progress. 


EVOLUTION OF MANAGEMENT, INTRODUCTION TO 
SCIENTIFIC MANAGEMENT BY TAYLOR, 


ADMINISTRATIVE MANAGEMENT BY FAYOL, 
CONTRIBUTION OF PETER DRUCKER 


the industrial revolution came the questioning of tradition, imitation and the hit e The contribution of classical concepts on management can be stated through the 


} and miss approaches of management. Attempts in the direction of developing works of the following experts: 
‘scientific management’ were, however, fragments which were not built into a (A) Frederick Winslow Taylor (1856-1915): Scientific Management : 
unified soem soas to synthesize a coherent pattern of thought. e Attention was first directed towards scientific methods of increasing the: 
4. Towards Consolidation and Codification : effectiveness of manufacturing operations by F. W. Taylor, the ‘father of scientific. 
« This stage marked the beginning of the work of investigating the principles of management’ in the United States of America, who endeavoured to lay down 


management based on’ statistical validity. The ideas contributed by Taylor, 
Gilbreth, Blantt, etc. formed the basis for the development of a number of 
techniques such as attitude surveys, performance ratings, production control 
systems, job analysis, psychological testing, statistical control devices, work 
simplification, employee counselling and break-even analysis. 


5. Recent Developments : 


e Recently, management concepts are attracting mathematical analysis. Operational 
research, linear programming, programme evaluation and review techniques 
(PERT), etc, have been developed to devise models as aids to decision-making, 


forecasting, evaluating and controlling. Technological development and increasing 


specialisation have rendered management into a highly complex process. 


Early Management Approaches k 
e The history of management and its importance reads as far back as 1,300 BC in the 


bureaucratic states of ancient Egypt. Similar records as to the importance of 
organisation and administration can be found in the records of ancient China. The 
Greeks also did not ignore the importance of managerial functions as the Athenian 
Commonwealth had its own councils, courts, administrative officials and board of 
generals. According to Socrates, “A skill separate from technical knowledge and 
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definite principles and to elaborate the technique of management. His work was 
taken up by others such as Gantt, Emerson and Gilbreth. He laid down the 
foundations of his important contribution to the science of management between 
1880 and 1890. In 1882, he joined the Midvale Steel Company and set himself to 
answer the difficult questions of what should constitute a day’s work. 


e In 1898, he entered the employment of the Bethlehem Steel Company and at this 


period carried out his classical experiments on shovelling and pig-iron handling 
along with developing his wage payment system. He was not good at 
generalisation but he laid down certain fundamentals as follows: 


1. Each element of a man’s work should be accurately and minutely studied. 


2. For each particular job the best workers should be selected and then carefully 
trained. 


3. Management and labour must cooperate in the productive processes. 
4. Departmentalisation is not only important but essential. 


* Taylor improved management methods emphasising the concept of work 


measurement. He developed the techniques of time and motion study, the planned 
production on the basis of measured quantities, designed wage incentive schemes 
and tackled the thorny problems of organising complex manufacturing activities. 
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e The main criticism against the scientific approach of Taylor can be classified as 
follows: 

1. It was de-humanisation of the workers’ abilities. His philosophy was too 
impersonal and it lacked a psychological approach to mobilisation and 
motivation of personnel. 

2. Taylor and his followers gave undue emphasis to production management 


+. He explained the basic elements in the management process namely planning, 
organising, commanding, coordinating and controlling which are accepted today as 
basic management functions. 

e According to Fayol, following are the basic ppneples of management: 

Division of work, 

Delegation of authority and responsibility, 


problems. It was not realised that the problems of management in general are piscine, 
more important. He, therefore, could not provide the principles of Material and social order, 
ity of directi ; 
pepe A EE, authority, 
3. Another grievance against Taylorism is that workers are speeded up without PSN, 


fundamental improvements in factory layout, production methods, tool design, Stability and tenure of personnel, 


Team spirit, and 
10. Remuneration of personnel. 

+ Fayol also stressed that managers should possess physical, mental, moral, educational 
and technical qualities to conduct the multifarious operations of a business enterprise. 
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training, etc. 

4. Further, it has been alleged that workers’ wages would not be increased in 
direct proportion to the additional productivity exhibited by the workers. 
‘Thus, the benefit proved to be largely one-sided. 


5. There may also be a tendency to give such close attention to details that the Qualities Desorption 
broader aspects and larger factors in industry are overlooked. Physical: Health, vigour, etc. 
e Due to the criticism outlined above, scientific management is an almost discredited Mental: Ability to understand and learn, judgement, adaptability. 
philosophy of management. Some of its elements like work study, establishment of Educational: | General acquaintance with matters not belonging exclusively to the 
personnel department, standardisation, have been adopted by business firms for functions performed. 
profits, but the basic approach of Taylor's system is considered outdated. Technical: Peculiar to the function and experience arising from the work proper. 


(B) Henry Fayol (1841-1925): Administrative Management : 

«He has been considered as the real father of modern management. He was a French 
industrialist and graduated as a mining engineer in 1860. In 1908, Fayol contributed 
his famous ‘functional approach’ to management literature. From 1900 to 1918 there 
was no significant contribution to the management literature. Fayol’s writings were 
first published in 1908 in French, but unfortunately, up to 1918, it was not translated 
into English. His ideas were accepted after his death in 1925. It was only in 1929 that 
his monograph was translated into English. 


| + Fayol, for the first time, advocated that management can be and should be taught. He 
emphasised the modern concept of industrial’ training through his writings. The 
functional approach appears to be more logical’ and even today it is accepted as the 
basis of management. 

(© Contribution of Peter Drucker : 


Among the contemporary management thinkers, Peter Drucker outshines all. He has 
varied experience and background which include psychology, sociology, law, and 
journalism. Through his consultancy assignments, he has developed an insight of 
managerial problems. He has written many books and papers. The more important 
books are ‘The Practice of Management’ (1954), ‘Managing by Results’ (1964), ‘The 
Effective Executive’ (1967), ‘The Age of Discontinuity’ (1969) and ‘Management: Tasks, 
Responsibilities and Practices’ (1974). 

The main contributions of Peter Drucker as stated by L. M. Prasad are as follows: 


:1. Nature of Management: Drucker is against bureaucratic management and has 
emphasised management with creative and innovative characteristics. The basic 
objective of management is to lead towards innovation. The concept of innovation 
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e Fayoľs functional approach is a systematic analysis of the ‘process of managements 
‘As an industrial executive he found that all the activities of industrial undertaking 
could be divided into six groups as follows: (1) Technical (production), (2) Commercial 
(buying, selling and exchange), (3) Financial (optimum use of capital), (4) Security 
(protection of property), (5) Accounting (including statistics), (6) Management 
(planning, organising, commanding, coordinating and controlling). 
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3. Organisation Structure: Drucker has described bureaucratic structure as having 


4. Federalism: The concept of federalism has been advocated by Drucker. 


5. Management By Objectives: Drucker’s most important contributions to the 


6. Organisational Changes: Drucker has visualised rapid changes in society because 


is quite broad. It may include development of new ideas, combining of old and 
new ideas, adaptation of ideas from other fields or even to act as a catalyst and 
encouraging others to carry out innovation. He has treated management as a 
discipline as well as a profession. 

. Management Functions: Drucker opined that management is the organ vf its 
institution. It has no functions in itself, and no existence in itself. He sees 
management through its tasks. Accordingly, there are three basic functions of a 
manager which he must perform to enable the institution to make its 
contributions for the specific purpose and mission of the institution, whether 
business, hospital or university. 


e Basically, this approach aims at identifying the nature of relationships among the 

various components of the organisation which is considered as a larger system. 

Some important advocates of the system approach are Chester Barnard, George C. 

Homans and Herbert Simon. According to the advocates of this approach, an 

organisation is also a system composed of four inter-dependent parts viz. task, 

structure, people and technology. A system i.e. an organisation is a set of inter- 
dependent parts which together form a unitary whole that performs some functions. 

The contribution of the system approach is: 

1. It tries to give the manager a way of looking at the organisation as a whole. The 
system approach provides him an integrated approach to management problems. 

The limitations of the system approach are : 

1. A common pitfall of the classical, behavioural and quantitative schools is that they 
stress one aspect of the organisation at the expense of the others. Whereas the 
classical approach emphasises the ‘task’ and ‘structure’, the behavioural approach 
emphasises ‘people’ and the quantitative approach emphasises ‘mathematical 
decision-making’. 

In addition to that, some management experts criticise the system approach as being 

purely theoretical, conceptual, vague and abstract. They argue that it has only an . 

intellectual appeal and cannot be applied successfully to practical situations. The 

system approach neither offers any tools and techniques for analysis nor does it 
recognise the differences which exist between the system: 


too many dysfunctional effects. Hence, it should be replaced. He has emphasised 
three basic features of an effective organisation structure. These are: @ Enterprise 
should be organised for performance, (ii) It should contain the least possible 
number of managerial levels, and (iii) It must make possible the training and 
testing of tomorrow’s top managers—giving responsibility to a manager while he 


is young. 


Federalism refers to centralised contro} in a decentralised structure. Decentralised 
structure goes far beyond the delegation of authority. It creates a new constitution 
and a new ordering principle. 


discipline of management is ‘Management by Objectives’ (MBO). He introduced 
this concept in 1954. MBO has further been modified by Schleh which has been 
termed as ‘Management by Results’. MBO includes method of planning, setting 
standards, performance appraisal, and motivation. According to Drucker, MBO is 
not only a technique of management but a philosophy of managing. 


The contingency approach theorizes that different situations and conditions require 

different management approaches. It holds the view that tools, techniques, concept or 

theories that work perfectly in one setting or situation may not be appropriate under 
different circumstances. 

According to the advocates of this approach, the management principles and concepts 

of various schools have no general and universal applicability under all conditions. 

In other words, there is no one best way of doing things under all conditions. 

Methods and techniques which are highly effective in one situation may not work in 

other situations. 

The contributions of the contingency approach are : 

1. The contingency approach seems to be a significant addition to the existing body of 
management knowledge because it places more emphasis on appropriateness of 
management tools and techniques for a specific situation. 

2. Contingency views are applicable in designing organisational structures, in 

deciding the degree of centralisation and decentralisation and more appropriate 

motivational processes as per the demand of the situation, in establishing 
communication and control systems, in resolving conflict and managing change, 
etc. 


of rapid technological developments. Though he is not resistant to change, he feels 
concerned for the rapid changes and their impacts on human life. Normally, some 
changes can be absorbed by the organisations but not the rapid changes. Since 
rapid changes are occurring in society, human beings should develop philosophy 
to face the changes and take them as challenges of making the society better. 


SYSTEM APPROACH WITH REFERENCE TO 
MANAGEMENT, ORGANISATION AND MIS 
This theory tells the managers that environmental influences must be considered. It 
expects the managers to recognise the concept of inter-dependencies of various 
organisational units. 
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+ It is apparent from the above discussion that the contingency approach has wide- 
ranging applicability in organisations and management because every manager is 
preoccupied with responsibilities to develop alternative courses of action. 

e The limitations of the contingency approach are: 

1. The contingency approach is a compromise between the system approach and a 
purely situation perspective. 

2. The managers experience difficulty in analysing situations and discovering 
appropriate management techniques in the absence of needed research devices 
and generalisation for understanding the behaviour of the situation. 

3. Itis a practical approach without being supported by a much required theoretical 
and conceptual framework. 

> Behavioural Management Theory : HR Approach, Behavioural Science Approach : 

e In contrast to the classical management theory which viewed organisations and jobs 
from a mechanistic view point, the Behavioural Management Theory placed much 
more emphasis on individual’s attitudes, behaviour and on the group processes. This 
school leans heavily upon application of the social sciences, particularly sociology, 
psychology, social psychology and sometimes even anthropology. 

* Prominent contributors to this movement were Elton Mayo, Abraham Maslow and 
Douglas McGregor. 

© This approach is based on the strong conviction that successful management depends 
on a manager's ability to understand work, as well as people with different 
backgrounds, needs, perception and personality. Thus, in this approach of 

management the human factor gets central focus. 

+ This approach can be studied in two phases : 

1. Human relation movement. 

2. Behavioural science approach. 

Human Relation Movement (Approach) : 

* Human relation movement was a remarkable attempt on the part of management 
practitioners for making managers more sensitive to employees’ needs. 

e Elton Mayo, Mary Parker Follett and Douglas McGregor have been the main 
contributors to this movement. 

e The human relations approach basically aims at providing a high degree of 
satisfaction and motivation through improved working conditions, style of 
supervision and sense of security. 

2. Behavioural Science Approach : 

* This approach is also known a’ the ‘organisational behaviour approach’. This is an 
inter-disciplinary approach of studying human behaviour consisting of psychology 
which deals with human behaviour, sociology dealing with the behaviour of an 
individual in groups and anthropology which is a study of the physical, biological 
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and cultural variables affecting the behaviour of individuals as a member of a 
group. 
* This approach has a significant impact on the modern management theory 
because it helps in explaining why employees behave as they do. 
e This approach was developed by various behavioural scientists such as Douglas 
McGregor, Abraham Maslow, Chester Barnard, Rensis Likert, Herbert Simon, etc. 
e The behavioural approach assumes that people are key to productivity and 
technology, work standards and other physical factors do not guarantee higher 
performance. Instead, it depends on wide-ranging variables such as satisfaction, 
morale, motivation and the sensitivity of managers to employees’ needs, etc. 
* The contributions of the behavioural management theory are : 
fa) It provides important insights into motivation, group dynamics and other 
inter-personal processes in organisations. 

(b) It provides focus on managerial attention on these processes, 

(©) It challenges the view that employees are tools and furthers the belief that 
employees are valuable resources. 

* The limitations of the behavioural management theory are ; 

(a) The complexity of the human behaviour makes prediction of their behaviour 
difficult. 

(b) Many behavioural concepts could not he applied in the organisational 
processes because of the reluctance on the part of the managers. 

(c) The findings of behavioural sciences often could not be communicated to the 
practicing managers in an understandable manner. 

Management Science Approach : 

Under this approach, decision-making is considered to be the essence of management 

and, therefore, this approach is also known ‘decision theory approach’. 

In order to analyze and solve complex problems facing management, mathematical 
techniques are used. The quantitative approach to management makes use of 
scientific tools of several disciplines (engineering, mathematics, statistics, economics, 
etc. in order to provide a quantitative base for managerial decisions. This approach is 


also sales ‘management science approach or ‘operations research’ or ‘mathematical 
approach’. 


The essential characteristics of this approach are as follows: 

1. Management is essentially decision-making and an organization is a decision- 
making unit. 
Organizational efficiency depends upon the quality of managerial decisions. 
A problem is expressed in the form of a quantitative or mathematical model 
containing mathematical symbols and relationships. 


4. The different variables in management can be quantified and, expressed in the 
form of an equation. 
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e The model used to simulate the problem shown in symbolic form all the relevant 
Jem and the interrelationship between them. 


factors that bear on the prob! 
e Operations research began to be used in military operations during the Second World 


War. The quantitative approach began with model building and later on several 
sophisticated techniques like games theory, queuing theory, sampling theory, 
simulation theory, computerized management information system and linear 
programming were developed for making rational decisions. 

e Herbert A, Simon, the noble laureate has made notable contribution in the field of 
decision theory. He published several famous books like Administrative Behaviour’, 
The New Science of Management Decision’, ‘Public Administration’, etc. 

+ Simon defined organization as ‘complex network of decisional process’ and considers 
decision-making synonymous with management. He also paves the concepts of 
bounded rationality and administrative man. 

e James G. March, Cyber, Forester and Robert Schaefer, have also contributed to this 
approach. 


e The quantitative approach has provided sharp tools for rational decision-making. The 
mathematical formulation enables practicing managers to discover significant 
relationships that they could control. This approach provides a rational base for 
making decisions with precision and perfection. 

« It has been widely used in planning and control activities. But it is not common in 

organizing, staffing and leadership where problems are more human than technical in 

nature. This approach does not take the total view of management. 

Management is much more than decision-making. Moreover, operations research 

cannot take final decisions. It can merely suggest best possible alternatives. In the final 

analysis, human judgement and experience is required. Quantitative techniques can 
be valuable supplements rather than a substitute for management. 


. 


PRACTICE QUESTIONS 
1. Describe the evolution of management thought. 
2. Whatis scientific management ? What factors were responsible for its growth ? 
3, What are the basic principles of scientific management philosophy ? 
4. Explain the System of Approach of Management. 
_4. Describe the main contributions of Peter Drucker. 
6. Explain about Administrative Management by Fayol. 
7. Write short notes: 
(a) Henry Fayol’s Administrative Management 
(b) Behavioural Management Theory 


(c) Management Science Approach 
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[3.1 [INTRODUCTION 


. yee a decision implies that there are alternative choices to be considered, and in 
a case we want not only to identify as man’ i i 
of thes i 

ese Aa y y se alternatives as possible but 
(1) has the highest probability of success or effectiveness and 
(2) best fits with our goals, desires, lifestyle, values, and so on. 
k á n 

m ae Papers ideas here are that first, there must be some genuine alternatives 

ose from among. Note that "Do it" or “Don't do it" 
A lo it” does not qualify 
alternatives. Only “Do this" or "Di i j ne re 
J o something else" really qualfi: 
decision must be made in the li A ia ai Na 
e light of some standard of j i 
Á judgment. This standard 

i sem 
Bau gets expressed in the form of criteria, which reflect the values and preferences 

l e decision maker. These values and preferences are often influenced by corporate 
rules or culture, law, best practices, and so forth. 
pa making is the process of sufficiently reducing uncertainty and doubt about 
alternatives to allow a reasonable choice to be made from among them. 

5 F ou 2 
ee aerate stresses the information-gathering function of decision making. It 
te e noted here that uncertainty is reduced rather than eliminated. Very few 

‘isions are made with absolute certainty because complete knowledge about all the 
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alternatives is seldom possible. Thus, every decision involves a certain amount of risk. 
If there is no uncertainty, you do not have a decision; you have an algorithm-a set of 
steps or a recipe that is followed to bring about a fixed result. 


DECISION MAKING ENVIRONMENT - DECISION-MAKING 
UNDER CERTAINTY, UNDER UNCERTAINTY, UNDER RISK 


e The decision making systems can be classified in a number of ways. There are as 
follows : 
1. Open Decision Making System : No 

+ If the manager operates in an environment not known to him, then the decision 
making system is termed as an open decision making system. The conditions of 
this system are: 

(a) The manager does not know all the decision alternatives. 

(b) The outcome of the decision is also not known fully. The knowledge of the 

` outcome may be a probabilistic one. 

(c) No method, rule or model is available to study and finalise one decision among 
the set of decision alternatives. 

(d) It is difficult to decide an objective or a goal and, therefore, the manager 
resorts to that decision, where his aspirations or desires are met best. 

e Deciding on the possible product diversification lines, the pricing of anew product, 
and the plant location, are some decision making situations which fall in the 
category of the open decision making systems. 

e The MIS tries to convert every open system to a closed decision making system by 
providing information support for the best decision. The MIS gives the information 
support, whereby the manager knows more and more about the environment and 
the outcomes, he is able to generate the decision alternatives, test them and select 
one of them. A good MIS achieves this. j 

2. Closed Decision Making System : 
+ If the manager operates in a known environment then it is a closed decision 
making system. The conditions of the closed decision making system are: ; 
(a) The manager has a known set of decision alternatives and knows their 
outcomes fully in terms of value, if implemented. 

(b) The manager has a model, a method or a rule whereby the decision 
alternatives can be generated, tested, and ranked. 

(c) The manager can choose one of them, based on some goal or objective. 

e A few examples are: 

o a product mix problem, 

o an examination system to declare pass or fail, or an acceptance of the fixed 
deposits. 
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* The conditions for making decisions can be divided into two types, certainty and_ 


uncertainty. Decisions made under certainty or uncertainty are based on our 
feelings and our experiences. 
3. Decision-Making under Certainty : 

e We experience certainty about a specific question when we have a feeling of 
complete belief or complete confidence in a single answer to the question. 

* Decisions such as deciding on a new carpet for the office or installing a new piece 
of equipment or promoting an employee to a supervisory position are made with a 
high level of certainty. à 

* While there is always some degree of uncertainty about the eventual outcome of 
such decisions, there-is enough clarity about the problem, the situation and the 
alternatives to consider. 

4. Decision-Making under Uncertainty : 

e A decision under uncertainty is when there are many unknowns and no possibility 
of knowing what could occur in the future to alter the outcome of a decision. We 
feel uncertainty about a situation when we can't predict with complete confidence 
what the outcomes of our actions will be. We experience uncertainty about a 
specific question when we can't give a single answer with complete confidence. 

e Launching a new product, a major change in marketing strategy or opening your 
first branch could be influenced by such factors as the reaction of existing 
competitors, new competitors, technological changes, changes in customer 
demand, economic shifts, government legislation and a host of conditions beyond 
your control. 

© .Thesė are the type of- decisions facing the senior executives of large corporations 
who must commit huge resources. 

* The small business manager faces, relatively, the same type of conditions which 
could cause decisions that result in a disaster from which he or she may not be 
able to recover. 

5. Decision-Making under Risk : 

* Many studies of decision making under risk have described decisions to 
Participants in which the choice is between a certain outcome and a two-outcome 
gamble of equivalent (or slightly higher) expected value where one of the possible 
outcomes is zero. Where gains are concerned, people typically prefer sure things 
to gambles, except where the gamble has a small probability of winning (and 
hence the outcome is high). The Opposite is true where losses are involved: people 
choose gambles over certain losses, except where the probability of the worst 
outcome is very small. 

* For decisions involving uncertainty there are no stated probabilities, but when 
analyses based on people's judged probabilities have shown similar results. 
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However, other studies have examined how people make decisions about options 
where they have previously experienced outcomes, but do not know the objective 
features of the options (a key study is: Hertwig, Barron, Weber, and Erev, 2004). In 
these studies, participants continually chooose between two unlabelled buttons, 
where the chosen button delivers an outcome to te participant. After a series of 
sampling trials, participants are then asked to make a choice between the two 
buttons. These studies have reported opposite results to those based on described 
decisions: risk aversion for low probability gains and high probability losses, and 
risk-seeking for high probability gains and low probability losses. Hertwig et al 
suggested that two theories of decision making might be necessary to account for 
the results. 

However, according to a recent study by Liat Hadar and Craig Fox (2009), a single 
theory may suffice for both described and experienced decisions. They suggest 
that the results from the two types of decision may diverge when there is an 
information asymmetry between them. Notably, in studies of experienced 
decisions, some participants never experience non-zero outcomes when they select 
the (unlabelled) button representing binary outcomes where one outcome is 
infrequent. 


In Study 1, Liat and Hadar had 111 participants sample information, but whereas | 


some received information directly in the form of numbers (outcomes), others: 
received symbols (events) and were later told what numbers they represented. 
During the final choice phase that followed sampling, some participants were 
shown buttons labelled only with the outcomes/events they had actually 
experienced, whereas others were provided with labels of all possible 
outcomes/events. One option always had a slightly higher expected value than the 
other. 

The provision of information as outcomes or events made no difference to people's 
decisions. However, there was a difference depending on whether people received 
complete information in the choice phase. Similar choices were made by people 
who experienced all outcomes/events or who were made aware of all the 
possibilities: these participants tended to choose the higher expected value button. 
However, people who did not experience all outcomes/events and were not 
informed about all possibilities tended to choose the lower expected value button; 
that is, they tended to underweight low probability options. 

In a second study, Hadar and Fox investigated the possibility that always- 
experienced outcomes are less frequently interpreted as certain when all previous 
lottery choices have resulted in zero or nonzero outcomes. This was exactly what 
they found and it could explain why previous studies of decisions from experience 
have reported risk-seeking behaviour for high-probability gains. 
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TYPES OF DECISION, DECISION-MAKING PROCESSES 


AND TOOLS 


(A) Types of Decisions : 
1. Structured Decision : 
+ These decisions are those that can be programmed and well defined. 
+ They are essentially repetitive, routine and involve a definite procedure for 
handling them so that they do not have to be treated each as if they were new. 
* Structured decisions are also called programmable decisions involve situations 


where the procedures to follow when decisions are structured or programmed by 
the decisions procedures or decision rules developed for them. 

«A structured decision could possibly involve what is known as a deterministic 
decision or an algorithmic decision. 


Examples : Decision making of students results, decision about the payroll systems 
etc. 


Characteristics 

(a) Structured decisions can be delegated. 

(b) The cost of taking such decisions is not as high as that of unstructured ones. 
(c) These decisions can be made with the help of computer systems. 
Unstructured Decision : 

+ These types of decisions are occasional and unique in nature. 


+ There are no predefined procedures available to solve these problems and a new 
analysis is required for each occurrence. 

* The top level managers are usually faced with more such unstructured decision 
making situations. 

* The strategic decision are non-repetitive, vital and important. and aim of 
determining or changing the ends or means of the enterprise. 

+ Unstructured decisions are not simple. 


+ . They are usually quite complex in nature. So, there is no tried and-true method of 
handling them. 


+ Unstructured decisions are those in which the decision maker must provide 
judgement evaluation and insight into the problem definition. 
* The risk involved in taking decisions to solve the problems in thus usually high. 
Examples : Product scheduling, capital budgeting. 
Features : 


y 


(a) These decisions can not be delegated. 
(b) The cost of taking such decisions is quite high, compared to structured decisions. 
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3. Programmable and Non-Programmable Decisions : 

+ Examples of non programmable decisions include deciding whether to acquire 
another organization, deciding which global markets offer the most potential, or 
deciding whether to sell off an unprofitable vision. Such decisions are unique and non- 
recurring. When a manager confronts an ill-structured problem, no cut and dried 
solution is available then a custom made non programmed response is required. 

+ Non-programmed decisions: Decisions that must be custom-made to solve unique and 
nonrecurring problems. 

e The creation of a new organizational strategy is a non programmed decision. This 
decision is different from previous organizational decision because the issue is new 
and different set of environmental factors exists, and other conditions have changed. 
For example, Amazon.com’s Jeff Bezos’s strategy to get big fast helped the company 
grow tremendously. But this strategy worked at a cost ~ perennial financial losses. 
Bezos made decisions regarding sorting orders, anticipating demand, more efficient 
shipping, foreign partnership and opening a marketplace allowing other sellers to sell 
their books at Amazon. As a result, for the first time in company history, Amazon 
earned a profit. 

e Well structured problems are responded with programmed decision making. Ill- 
structured problems require non-programmed decision making. Lower level 
managers essentially confront familiar and repetitive problems; therefore they most 
typically rely on programmed decisions such as standard operating procedures. 
However, the problems confronting managers are more likely to become ill structured 
as the manager move up the organizational hierarchy. Because lower level managers 
handie the routine decisions themselves and pass upward only decisions that they find 
unique or difficult. Similarly, managers pass down routine decisions to their 
employees in order to spend their time on more problematic issues. 

e Few managerial decisions in the real world are either fully programmed or fully 
non-programmed. Most decisions fall somewhere in between. Few programmed 
decisions are designed to eliminate individual judgment completely. At the other 
extreme, even the most unusual situation requiring a non-programmed decision can 
be helped by programmed routines. 

e The organizational efficiency is facilitated by programmed decision making ~ a fact 
that may explain its wide popularity whenever possible management decisions are 
likely to be programmed. Obviously this approach is not too realistic at the top of the 
organization, because most of the problems that top management confronts are of a 
nonrecurring nature. However, strong economic incentives for top management 
motivate them to create policies, standard operating procedures, and rules to guide 
other managers. 

» Programmed decisions minimize the need for managers to exercise discretion. 
This factor is important because discretion costs money. The more non-programmed 
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decision making a manager is required to do, the greater the judgment needed. As 

sound judgement is an uncommon quality, it costs more to acquire the services of 

managers who possess it. 

e In what ways does technology assist decision making? Expert systems: Software that 
acts like ¿3 expert in analyzing and solving ill-structured problems. Information 
technology is providing managers with a wealth of decision-making support including 
expert systems, neural networks, groupware, and specific problem solving software. 

e Expert systems use software programs to encode the relevant experience of an expert 
and allow a system like that expert in analyzing and solving ill-structured problem. 
The essence of expert systems is that : (1) they use specialized knowledge about a 
particular problem area rather than general knowledge that would apply to all 
problems (2) they use qualitative reasoning rather than numerical calculations, and 
(3) they perform at the level of competence that is higher than that of non-expert 
humans. They guide users through problems by asking them a set of sequential 
questions about the situation and drawing conclusions based on the answers given. 
The conclusions are based on programmed rules that have been modeled on the actual 
reasoning processes of experts who have confronted similar problems before. 

* Once in place, these systems allow employees and lower level managers to make 
quality decisions that previously could have been made only by senior managers. 

(B) Decisions Making Models : 

1. The Rational-Economic or Classical Model : 

+ Is prescriptive in that it focuses on how decisions ought to be made. 

+ Assumes the decision maker is completely rational (i.e., seeks to maximize the 
payoff and utilizes a search process that proceeds in a planned, orderly and 
consistent fashion) and unbiased. 

+ Assumes that the decision maker has available all the information needed to make 
a decision and that all possible alternatives are considered. 

* The decision maker selects the optimum or best choice. 

+ Decision making proceeds through the following sequence of steps: 

- Problem identification, development of criteria against which alternative 
solutions can be evaluated, identification of alternative courses of action, 
evaluation of alternatives, selection of the best alternative, and 
implementation. 


+ Is descriptive in that it describes how decisions are actually made. 

* Decision makers seek to simplify problems and make them less complex 
because they are constrained by their individual capabilities (e.g., limited 
information processing ability) and by organizational conditions (e.g., availability 
of resources). 
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Assumes that decision makers operate with limited (or "bounded") rationality; mis 
means that decision makers are rational within a simplified model which contains 
fewer components (e.g., fewer decision making criteria, fewer options, etc.). ; 
‘Assumes that decision makers identify a limited number of decision-making 
criteria, that they examine a limited range of alternatives (only those whic are 
easy to find, highly visible, have been tried before or aresonly, slightly different 
from the status quo) and that they do not possess all the information needed to 
make a decision. ; 
The decision maker selects a satisfying alternative. This is an alternative that is 
“good enough" or satisfactory in that it meets the minimum criteria established for 
a desired solution. i 
Decision making proceeds sequentially: alternatives are examined one at a time 
and the first satisfactory alternative that is found is selected. 


3. The Implicit Favourite Model : 


Is descriptive in that it describes how decisions are actually made. 

‘The decision maker seeks to simplify the decision making process by identifying 
an "implicit favourite" before alternatives are evaluated; this often occurs 
subconsciously. f 

The decision maker is neither rational, nor objective and unbiased. 

After a “favourite” is selected, the decision maker tries to appear rational and 
objective by developing decision criteria and by identifying and evaluating various 
alternatives; however, this is done in a biased way so as to ensure that the 
favourite appears superior on these criteria and thus, can legitimately be selected 
as the “best” solution. ; ; 
In this model, "decision-making" is essentially a process of confirming ? enoi 
{decision that has already been made. The actual decision was made in an intuitive 
and unscientific fashion. 


4. The Political Model : 


Is descriptive in that it describes how decisions are actually made. 

The decision maker is neither rational, nor objective and unbiased. 

Since the group members have different agendas, they need to negotiate with each 
other. 

The process involves a cycle of bargaining among the decision makers an order for 
each one to try to get his or her perspective to be the one of choice — more 
"specifically, to sway powerful people within the situation to adopt his or her 
viewpoint and influence the remaining decision makers. 


Decision Making 


This model does not involve making full information available, since it is based 
upon negotiation that is often influenced by power and favours. In fact, 
information is often withheld in order to better manoeuvre a given perspective. 

In this model, potential problems and conflict often can be foreseen and 
minimized. Once powerful people have been swayed to support a particular 
viewpoint, other group members usually fall in line behind them. 

The nature of bargaining and manoeuvring (e.g.. withholding information and 
social pressure) can produce effects that are long-lasting and detrimental. Once 
they discover it, the individuals involved in the decision may not appreciate the 
duplicity inherent in the process. 


(C) Decision-making Processes and Tools : 
1. Autocratic : 


An autocratic management style is one where the manager makes decisions 

unilaterally, and without much regard for subordinates. As a result, decisions will 

reflect the opinions and personality of the manager, which in turn can project an 

image of a confident, well managed business. 

On the other hand, strong and competent subordinates may chafe because of limits 

on decision-making freedom, the organization will get limited initiatives from 

those "on the front lines", and labour turnover among the best subordinates will be 

higher. 

There are two types of autocratic leaders: 

(a) a directive autocrat makes decisions unilaterally and closely supervises 
subordinates. 

(b) a permissive autocrat makes decisions unilaterally, but gives subordinates 
latitude in carrying out their work. 


2. Consultative : 
. 


A more paternalistic form is also essentially dictatorial. However, decisions take 
into account the best interests of the employees: as well as the business. 
Communication is again generally downward, but feedback to the management is 
encouraged to maintain morale. This style can be highly advantageous when it 
engenders loyalty from the employees, leading to a lower labor turnover, thanks to 
the emphasis on social needs. On the other hand for an autocratic management 
style the lack of worker motivation can be typical if no loyal connection is 
established between the manager and the people who are managed. It shares 


disadvantages with an autocratic style, such as employees becoming dependent on 
the leader. 


3. Participative : 


A participative management style involves the manager sharing some 
characteristics with that of an autocratic manager. The most important aspect of a 
participative manager is that they maintain control over the entire decision 
making process. The most prominent difference here is that the participative 
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manager will spend more time working with their subordinates in order to ty to 
convince them of the benefits of the decision that have been made. A participative 
manager is more aware of their employees, but it wouldn't be correct to say that 
the participative style of management is more inclusive of employees. 

e Justas there are occasions where the use of an autocratic management style would 
be appropriate, there are also instances where a company will benefit from a 
participative management style. : 

e For example, if a task that needs to be completed but it is slightly complicated it 
may be necessary to rely upon input from an expert. In such a situation, the expert 
may take time to explain to others why events are happening in the order in which 
they will occur, but ultimately the way in which things are done will be that 
person's responsibility. In those circumstances, they are highly unlikely to delegate 
any part of the decision making process to those who are lower down in the 
hierarchy. 


INDIVIDUAL V/S GROUP DECISION MAKING 


Individual Decision-making Group Decision-making 
1, Decisions are taken by a single | 1. Decisions are taken by a group of | 
individual. persons. 


2. Less costly. 2. These decisions are costly in terms of 
time and money. 


3. These decisions are based on limited | 3. These decisions are based on 
information gathered by managers. extensive information by group 


members. 
4. They introduce one-man control. 4. They introduce self-control. 
No brainstorming session. 5. Brainstorming of ideas and thoughts. 
6. Does not involve meetings and |6. Decisions are made in meetings and 
discussions. discussions. 
HERBERT SIMON'S MODEL AND PRINCIPLEOF | 
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RATIONALITY 
(A) Herbert Simon Model : 


Intelligence 


4 


Design 


l 


Choice 
Fig. 3.1: Herbert Simon Model of Decision-making 


e Decision-making is a process in which the decision-maker uses to arrive at a decision. 
The core of this process is described by Herbert Simon in a model. He describes the 
model in three phases as shown in the Fig. 3.1 above: 


1. Intelligence: Raw data collected, processed and examined, identifies a problem 
calling for a decision. 

2. Design: Inventing, developing and analyzing the different decision alternatives 
and testing the feasibility of implementation. Assess the value of the decision 
outcome. 


3. Choice: Select one alternative as a decision, based on the selection criteria. 


+ In the intelligence phase, the MIS collects the data. The data is scanned, examined, 


checked and edited. Further, the data is sorted and merged with other data and 
computations are made, summarized and presented. In this process, the attention of 
the manager is drawn to all problem situations by highlighting the significant 
differences between the actual and the expected, the budgeted or the targeted. 

In the design phase, the manager develops a model of the problem situation on which 
he can generate and test the different decision alternatives, he then further moves into 
phase of selection called as choice. 

In the phase of choice, the manager evolves selection criteria such as maximum profit, 
least cost, minimum wastage, least time taken and highest utility. The criterion is 
applied to the various decision alternatives and the one which satisfies the most is 
selected. 

In these phases, if the manager fails to reach a decision, he starts the process all over 
again and again. An ideal MIS is supposed to make a decision for the manager. 

An example of the Simon model would illustrate further its use in the MIS. For 
example, a manager finds on collection and through the analysis of the data that the 
manufacturing plant is underutilized and the products which are being sold are not 
contributing to the profits as desired. The problem identified, therefore, is to find a 
product mix for the plant, whereby the plant is fully utilized within the raw material 
and the market constraints, and the profit is maximized. 

The manager having identified this as the problem of optimization, now examines the 
use of linear programming (LP) model. The model is used to evolve various decision 
alternatives. However, selection is made first on the basis of feasibility and then on'the 
basis of maximum profit. 

The product mix so given is examined by the management committee. It is observed 
that the market constraints were not realistic in some cases and the present plant 
capacity can be enhanced to improve the profit. The same model is used again to tool 
the revised position. Therefore, additional data is collected and an analysis is made to 
find out whether the average 20 percent utilization of the capacity can be increased. A 
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market research for some products is made and it is found that some constraints need 
to be removed and reduced. Based on the revised data, linear programming model is 
used and a better optimum solution is obtained. 
inciple of Rationality : 
E E types of the tools aud techniques are used in the decision making posen 
but besides these techniques, there are some principles which are used widely in the, 
decision-making process and these can be summarized as follows: 


The Principle of the Bounded Rationality: 


Our rationality is very widely conditioned by the large number of the factors or 
the constraints which may include the following : 

(a) Financial 

(b) Technical 

(© Administrative. 

The decisions are and should be generally based on the rationality and in such a 
scenario; the Principle of Rationality plays a very critical role. oo 
According to the Principle of Rationality, taking a complete rational ae a 
very much difficult, infact the possibility of this is nil. So the Principle ol ga 
Rationality implies that it is not at all possible to achieve any type of scienti! fic, 
solution and as a result of this it is better in any way to carry on and arrive at the: 
workable decisions which fit in to the Principle of the Bounded Rationality. The 
workable decision acts as the starting point of a scientific solution, which in turn is 
the ultimate goal that one thinks to get. 

If any case, a scientific decision cannot be taken or cannot be implemented, then 
the decision would actually be only ideal, hypothetical in nature but also the 
decision would be very much impractical in nature. o 
So in such a scenario, it is very much necessary that the workable solution is 
worked out while still continuing to work on the development of the scientific 
solution. 


2. The Principle of the Logic and Intuition/Rational : 


The type of the scenario existing today involves the availability of a huge amount 
of the information and hence in any case, it cannot be ignored while taking any 
type of the decision. The Principle of the Logic and the Intuition helps in taking the 
decisions based on their own logic and intuition / hunch. The main aim should be 
to arrive at a decision based on the data or the information and one very 
important thing to keep in the mind here is that the due weightage should be given 
to the data or the intuition. 
Nowadays, various professional managers tend to take the decisions depending 
widely on the data, facts and the figures. 
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e The decisions based on the intuitions can be defined as the decisions where the 
logical explanation is not at all possible though the decision makers think that 
their approach is and would be absolutely the right one. 

* Bounded rationality is the idea that in decision-making, rationality of individuals is 
limited by the information they have, the cognitive limitations of their minds, and 
the finite amount of time they have to make a decision. It was proposed by Herbert 
A. Simon as an alternative basis for the mathematical modeling of decision 
making, as used in economics and related disciplines; it complements rationality 
as optimization, which views decision-making as a fully rational process of finding 
an optimal choice given the information available. 

e Another way to look at bounded rationality is that, because decision-makers lack 
the ability and resources to arrive at an optimal solution, they instead apply their 
rationality only after having greatly simplified the choices available. Thus the 
decision-maker is a satisfier, one seeking a satisfactory solution rather than the 
optimal one. Simon used the analogy of a pair of scissors, where one blade is the 
“cognitive limitations” of actual humans and the other the "structures of the 
environment’; minds with limited cognitive resources can thus be successful by 

exploiting pre-existing structure and regularity in the environment. 

+. Some models of human behaviour in the social sciences assume that humans can = 
be reasonably approximated or described as “rational” entities (for example 
rational choice theory). Many economics models assume that people are on 
average rational, and can in large enough quantities be approximated to act 
according to their preferences. 

e The concept of bounded rationality revises this assumption to account for the fact 
that perfectly rational decisions are often not feasible in practice because of the 
finite computational resources available for making them. 

Case Study 


[introduction to Voluntary Retirement Scheme 


An organisation intends to introduce Voluntary Retirement Scheme (VRS) and 
resistance from employees is expected. How you as a change agent, would introduce and 
implement this decision in your organisation. 

Ans. : Case Analysis : As a Change Agent, to introduce the Voluntary Retirement Scheme 
(VRS) scheme in my organisation, I will take the following steps : 

(a) I will first summon the meeting of the employees, managers and workers of all 
grades and inform them about the top management’s decision of introducing the 
Voluntary Retirement Scheme (VRS). 


(b) It will request the employees, managers and worker to express their views, 
opinions on the said topic frankly turn by turn. 
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(©) After hearing their views, opinions, I will convey them to the top management. I 
will arrange for top level meeting of all the personnel of top management, and in that 
meeting discuss the workers, employees and manager's views and opinions on the subject 
of VRS thoroughly. I will try to get the solutions to the views and opinions expressed by 
workers, employees and managers from the top management. I will also request the top 
management to allow me to arrange for another meeting with them with adequate 
authority. 

(d) In that meeting with workers, employees and managers, I will tell them the 
solutions to their grievances, views, opinions as suggested by the top management. I will 
take them into confidence and tell them the circumstances, conditions, situations due to 
which it is necessary for the management to take this strict and far affecting decision. 

I will assure them, while introducing the VRS scheme, the interest of all of them are 
carefully preserved, and no employee, worker and manager will left in lurch, giving due 
attention to them personally. 

(e) Finally, I will teli them that this decision of VRS taken by top management is in the 
larger interest of the company as a whole and is final. Therefore, it is advisable to all of 
them to adopt themselves to this new condition/situation mentally. 1 will tell them, they 
must co-operate with the management on this issue avoiding any unnecessary tensions, 
conflicts etc. as this is also in their interest too. 


PRACTICE QUESTIONS 

1. Explain the various types of decision-making system. 
Discuss Herbert Simon’s Models of decision-making. 
State and explain the various decision-making tools. 
Describe the various decision models. 
Write short notes: 
(a) Principle of Rationality and Bounded Rationality 
(b) Decision-making under Risk. 
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| 4.1 | DEFINITION AND NEED FOR ORGANIZATION 


(A) Introduction : 


“Never tell people how to do things. Tell them what to do and they will surprise you with 
their ingenuity.” ~ George S. Patton 
* Organising is the second fundamental function of management. The organising 

process results in the creation of a formal organisation structure. It is a process which 
consists of determining the activities to be performed in an organisation, grouping 
these activities and assigning managerial authority and responsibility to people 
employed in the organisation. The problem of assigning duties and delegation of 
authorities to different persons is always there where services of more than one 
person are required to achieve organisational objectives. 

* The organising function primarily deals with the grouping of activities and 
establishment of authority relationships among various people working in the 
organisation. These relationships in a formal organisation are vital for a clear 
understanding of authority relationships among the people. Authority relationships 
are the cohesive forces that integrate different parts of the enterprise into a 
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coordinated whole. They define the relationships between department and 
department, department and persons and persons and persons. 


(B) Definition and Meaning of Organisations : 


3. Span of control: The span of control should be as far as possible, minimum. That 
means an executive should be asked to supervise a re: 3 
eae ed asonable number of 


organisations. Similarly, control also cannot be exercised without it. 

3. Knowledge of organisations helps the managers to work effectively. They learn 
various things such as how to protect their environment needs, how to motivate 
subordinates, how to manage conflicts, how to introduce change, and so on. 

4. Organisations provide an ideal setting for the study of human behaviour. Research 
and study of organisations lead to many important discoveries vital for the 
continued well-being of our society. 

(D) Principles of Organising : 

In order to develop a sound and efficient organisation structure, there is a need to 

follow certain principles. These principles are as follows: 

1. Objectives: The objectives of the enterprise influence the organisation structure 
and hence the objectives of the enterprise should be clearly defined. Every part of 
the organisation should be geared to the achievement of the objectives. 

2. Specialisation: The activities of the organisation should be divided according to 
functions and assigned to the right persons according to their specialisation. 


10. 


11. 


12. 


13. 


organisation, and also the right to expand the organisational resources towards 
the attainment of the organisational objectives. The authority is the tool by which 
a manager is able to accomplish the desired objectives. 

Efficiency: The organisation structure should enable the enterprise to function 


efficiently and accomplish the objectives with the I i 
lowest possibl i 
and costs. possible resources/ inputs 


e According to Amitai Etzioni, “an organisation is a social unit or human grouping, 4. $ " . 
deliberately structured for the purpose of attaining specific goals”. Thus, corporations, SETA Sine Sait S rar ee ie limited time, only 
armies, schools, hospitals, churches, prisons, etc are all organisations. should be dealt with by the subordinates at lower ai a cea matters 

e Organising involves the preparations necessary for implementing the plans. The executives at higher levels to devote time to more importantiand a the 
manager must determine who reports to whom in the organisation. With jobs divided, & ‘Sealer haaie thls rin ole boneeo teen aata 
it will be important for some individuals to be in charge of coordinating the efforts of ne Ne GE atdet romi th sas s e chain of command’. 
the members of the organisations, and those people must be identified and the ik ity from the top executive'to the first line supervisor at the 
relationship among them clearly defined. Organising also requires that the manager ee musube clearly dennen: 
define the paths by which communications will flow within the organisation. 6. Unity of Command: Each subordinate should have only one superior whose 

| (©) The Importance of Organising / Need of Organising : E v be idheyed, Dual subordination must be avoided as it causes 

i e A study of organisations is important for the following reasons: s ey s ARN asapins and undermining of authority. 

i 1. Organisations play an important role in all the important phases of man’s life. | à A hae KRA procese O PEANO means’ delegation at 

| ‘Aman is born in an organisation (hospital or clinic), is educated in organisations i to acconaplGh enal Gaia gh which a manager gives authority to others in order `” 
H (schools, college and universities) and works in organisations (offices or factories). ea) 5 a 

f Universities, hospitals, government agencies and business firms could not exist in È 8. Responsibility: Responsibility is an obligation to perform. It comes into existence 

i our society without organising activities and the presence of some type of Í i person, with authority, accepts the obligation to perform the work. The 
| structural order. superior should be held responsible for the acts of his subordinates, Responsibility 

| 2. Comprehensive/pre-determined plans/objectives cannot be implemented without , re AE i Paone, be delegate: 

| s ty: Authority is the right to direct the behaviour of others in the 


Simplicity: The organisation structure should be as simple as possible and simple 
to understand and easy to establish. The organisation levels should be kept to the 
minimum. à 
Penki The organisation should be flexible. The adjustments and changes can 
then be easily made with the changing circumstances. 

Unity oE direction: There should be one objective and one plan for a group of 
activities having the same objective. Unity of direction facilitates unification and 
coordination of activities at various levels. 
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INTRODUCTION TO ORGANIZATIONAL BEHAVIOUR, - 


ORGANIZING PROCESS 


(A) Meaning of Organizational Behaviour : 
“Organisational behaviour is a field of study that investigates th. impact that) 
individual, group, and structure have on behaviour within organisations, for the| 


purpose of applying such knowledge toward improving an organisation's effectiveness”. 

e We can simplify this definition as follows: 

1. Organisational Behaviour is a distinct area of expertise with a common body of 
knowledge. 

2. It studies three determinants of behaviour in organisations: individuals, groups 
and structure. 

3. It applies the knowledge gained about individuals, groups and the effect of 
structure on behaviour in order to make organisations work more effectively. 

* Organisational Behaviour is frequently abbreivated as OB. 

Definition : 

OB is the study and applications of knowledge about how people as individuals and| 
as groups act within organisations. It strives to identify ways in which people can act} 
more effectively.” 

* OB is a scientific discipline in which a large number of research studies and 
conceptual developments are constantly adding to its knowledge base. It is also an 
appiied science, in that information about effective practices in one organisation are 
being extended to many other organisations. 

* OBisa relatively young discipline. 

(B) Goals of OB j 3 

* OB has four primary goals which are typical of any science, they are: 


1. To describe 2. .To understand 
3. To predict 4. To control. 
e The first goal is to describe systematically how people behave under a variety of 


conditions. 

e The second goal is to understand why people behave as they do. 

e Predicting future employee behaviour is the third goal of Organisational Behaviour. If 
managers could predict which employees might be dedicated and productive or which 
might be absent or disruptive, they could take preventive actions. 

¢ The fourth goal is to control and develop human activity at work. Managers are 
interested in making an impact on employee behaviour, skill development, team 
efforts, and productivity. 
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* Wherever organisations are, whether in schools, business, governments and services, 
there is a need to describe, understand, predict and control human behaviour, i 

(C) Key Elements in OB : 

¢ Four key elements in OB are: 
1. People 
3. Technology 


2. Structure 
4. Environment. 


* The following figure shows the interaction of people, structure and technology and 


how these elements and the external environment affect each other. 
People G 


Environment . 
Environment 


Structure Technology 


+ Environment 
Fig. 4.1: Key Elements in OB 
Source: Adapted from J. W. Newstrom and Keith Davis, "Organisational Behaviour: 
Human Behaviour at work" Tata McGraw Hill, Edition 1995, Pg. 6 


1. People: The internal social system of an organisation is made up of people and 
groups. People are not passive. They are living, thinking and feeling beings who 
work to achieve their objectives. Organisations exist to serve people and not the 
other way round i.e. people do not exist to serve organisations. 

2. Structure: Structure is the’ formal relationship of people in organisations. 
Different people, for example managers, workers, clerks, accountants need to be 
related in structural ways in order to work effectively. Structure may create 
problems of cooperation, negotiation and decision-making. 

3. Technology: While performing a task, technology provides resources. Technology 
allows people to do more and better work. It also restricts the people in various 
ways. 

4. Environment: Organisation does not exist without the environment. Government, 
family and other organisations are the larger parts of the environment. All these 
parts influence each other. These interactions influence the attitudes of people, 
affect working conditions, and create competition for power and resources. i 
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ce of OB Study : k 
3 anes a useful set of tools at many levels of analysis. It Lipa Po 
at the behaviour of individuals within an organisation. a aids manag! sey 
understanding the complexities involved in interpersonal relations, men s pi ar s 
interact. OB is valuable for examining the dynamics of relationships i in om 
groups - both formal and informal, when two or more groups nese i TA aa 
efforts, managers become interested in the intergroup relations = e ea 
Organisations can be viewed and managed, as whole systems that have 
isational relationships. 
2. TA, to find an identity in its early years, but now itis surging ee 
gaining respect. Its future appears bright as it shows potential for aiding manage 
ir search for greatest effectiveness. - 
Sy - vast eleke of OB is affecting the interest of people from all bie w a aoe 
an extremely important subject which enhances peoples awareness and effecti $ 
It improves their ability in handling conflict and managing stress. : a 
4. Itcan be said that OB has truly arrived as an identifiable field of academic stu 2 pa 
has definite implications for the effective management of oee Sra i 
modern, complex organisations. More attention will be given to the fiel a p a e 
future as a result of the problems stemming from declining promicu, SR 
competition, the changing structure and, the role of middle manag k 
computerization and union-management relations. 
ental Concepts of OB : 
H nen concepts are philosophical foundations, which guide the dau z 
that science. Every field of science has its own basic concepts. OB has two sel 
fundamental concepts. 
1. The Nature of People. 
2. The Nature of Organisations. 
1. The Nature of People: This set consists of six basic concepts. 
(i) Individual differences (ii) Perception : 
(iii) A whole person (iv) Motivated behaviour : ' 
(v) Desire for involvement (vi) Value of the person (ethical aaa 
G) Individual differences: Science has proved that all: people i ani a 
human brain has billions of cells and billions of possible combinations of connection: 
i eriences are stored inside the brain. l 
pra to Psychologists, from the day of birth, each person. is unique, and 
individual experiences after birth tend to make people even more different. 
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The belief that each person is different from all others is typically called the law of 
individual differences. This law requires that the manager should know the differences 
among his employees and should deal with them accordingly. 

(ii) Perception : Perception is the source of one's knowledge about the world. The 
behaviour of an individual is largely a result of the way he perceives himself and the 
world around him at any given moment. 

According to Robbins, perception is an active psychological process by which 
individuals organize and interpret their sensory impressions in order to give meaning to 


their environment. $ 


An individual’s view of his/her objective environment is filtered by perception. 
Employees differ in their personalities, needs, age, sex and past experiences therefore, 
they perceive their work differently. An individual’s reaction to the work depends on his 
beliefs, values and expressions. 

Perception is selective; individuals pay attention to particular aspects of their 
environment which are consistent with their expectations. In a formal work setting this 
selective perception may cause misinterpretation of events, it also leads to rigidity in 
searching for new experiences. Managers must know these perceptual differences among 
their employees and manage them in individual ways. 

Gii) A Whole Person: Though individuals have different characteristics or skills 
while working, people work as total human beings. Organisations cannot only employ a 
person's skill or brain; they have to employ a whole person. Studies show that skill does 
not exist apart from background or knowledge. Emotional conditions of employees cannot 
be separated from their physical conditions. Personnel life is not separable from work life. 
Therefore, Management must consider an employee's needs as a whole person, not just as 
an employee. 


Management needs to care about how the job affects the whole person, because jobs 
shape people. 

Management should want to develop their employees as better humans and in terms 
of growth and fulfillment. If a whole person can be improved it will not only benefit the 
organisation but also benefit the larger society in which each employee lives. 

(iv) Motivated Behaviour: No ‘behaviour’ takes Place without cause. Behaviour may 
be due to external or internal causes. Needs and motivations are one of the internal 
causes of behaviour. Sometimes needs may be unrealistic but they can still control an 
individual's behaviour. 

Motivation is essential to the operation of organisations. Motivated employees use 
technology and equipments available in the organisation to their fullest possible extent. In 


n organisation, motivation turns on the power to start and keep the organisation running 
ffectively. 
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(v) Desire for Involvement: Organisations need to provide opportunities for 
imeaningful involvement which will be beneficial for employees as well as for the 
organisation. Nowadays, many employees are actively seeking opportunities at work; they 
take the chance to share what they know and to learn from experience. They become 
involved in the organisation's decision making process, an? thereby contribute their 
talents and ideas to the organisations success. Such behaviour is known as self-efficacy. 
Drive for self-efficacy means the belief that one has the necessary capabilities to perform a 
task, fulfill role expectations, make a meaningful contribution or meet a challenging 
situation successfully. 

(vi)Value of the Person (Ethical Treatment): Land, Capital, Technology and 
man-power are the factors of production. Out of these factors, man should be treated 
differently because man is superior to all other factors. People want to be treated with 
respect and dignity by their employers. They are not just economic tools in the hands of 
the employers but should be valued for their skills and abilities and provided with 
opportunities to develop themselves. 

In other words, organisations must treat their employees in an ethical fashion. Many 
companies have recognized this need and established codes of ethics, rewarded 
employees for notable ethical behaviour and set-up internal procedures to handle 
misconduct. Thus, companies have introduced a variety of programmes to ensure a higher 
standard of ethical performance. As organisational behaviour always involves people, 
ethical philosophy is involved in one way or another in each action they take. Therefore, 
human decisions cannot he separated from ethical values. 

2. Nature of Organisations: 
e This set consists of two key concepts (i) Social systems and, (ii) Mutual Interest. 

G) Social Systems: Organisations are social systems. Activities within the 
organisation are governed by social and psychological Jaws. In an organisation two types 
of social systems exist, one is a formal or official social system; the other is the informal 
social system. Due to the existence of a social system, the organisational environment 
becomes dynamic. All parts of the system are interdependent and subject to influence by 
any other part. 

‘The idea of a social system provides a framework for analyzing organisational 
behaviour issues. It helps in making OB problems understandable and manageable. 

(ii) Mutual Interest: Organisations are formed and maintained on the basis of 
mutuality of interest among their participants. If mutuality is lacking, it makes no sense in 
trying to assemble a group and develop co-operation, because there is no common base on 
which to build an organisation. 

Mutual interest provides a subordinate goal for employees and the organisation, 
When the organisation's goals and actions are ethical, mutuality creates a triple reward 
system in which individual, organisational and social objectives are met. 
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People are continuously learning, growing and contributing. They find mo 
satisfaction in work when there is co-operation and teamwork. An cogenisation ie 
more effectively, quality of production is better and costs are reduced when there i 
N Society is also benefitted by this system, because it has more products ria 
services, more capable citizens, and an overall climate of co-operation and progress. 

(F) The Process of Organising : l 


* Organising is a dynamic process and basically consists of the following four major sub- 


processes: 
i 


1. Identification of Activities: To have an effective organising process, the manager 
must identify the series of activities to be carried out in order to achieve o 
desired organisational objectives. He/she is to take care that all the main and 
connected activities are thought of and included. In identifying the desired 
activities, the manager must keep in mind the objectives to be achieved and also to 
be adopted in achieving those objectives. 


pe 


Grouping of Activities: Once all the activities are identified, then the related 
activities are grouped together. This may also be referred to as Departmentation. 
For example, the activities of a manufacturing concern may be grouped into a 
departments as production, marketing, finance, human resources, etc. In addition 
to that, the activities of each department may be further classified and placed 
under the charge of different sections of that department. Activities could be 
grouped depending on the type of products, the population to be served, and 
geographical dispersion. 

3. Assigning Activities: After the grouping of activities, the competent personnel/ 
manpower who could carry out these activities are to be identified. This is referred 
to as staffing. The competence and the acceptability of the person for the process 
must solely be the two deciding factors to be considered for hiring the person for 
any job. This function requires the attention of the top management because if 
once a wrong person is employed then the amount of damage that would cause to 
the Process of organising would he very detrimental (harmful) to the 
organisational objectives. 

4. Delegation of Authority: Any position in the organisation comes into existence 
only ‘when! the positions are empowered to carry out the activities, for which the 
boaitions are designed, This means injecting the positions with managerial 
authority. To carry out any activity, one must have enough authority. If the 
authority is not there, then the persons occupying various positions cannot be held 
responsible for the attainment of the results for which the positions are designed. 
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ORGANIZATIONAL STRUCTURE (FUNCTIONAL 
ORGANIZATION, PRODUCT ORGANIZATION, 
TERRITORIAL ORGANIZATION) 


(A) Designing of Organisational Structure : 

e The manner in which the components of an organisation inter-relate and interact 
influences the design of an organisation. An organisational structure defines how job 
tasks are formally divided, grouped and coordinated. 

e There is no one best way to design an organisation and its sub-units. Every 
organisational unit is custom-made, What is an appropriate design in one set of 
circumstances may be highly inappropriate in another set. 

e There are six important things that managers need to know while designing the 
proper organisational structure. These are: 

Work specialisation. 

Departmentalisation. 

Chain of command. 

Span of control. 

Centralisation and decentralisation, decision-making authority level. 


yre re 


6. Formalisation. 

(B) Functional Organisation : 

e Functional organisation idea was propagated by Federick Taylor. Functional 
organisation structure is the most widely used in the medium and large organisations 
having limited number of products. 

* Functional Organisation’ refers to the organisation in which various activities are 
classified into a number of functions such as production, finance, personnel, 
marketing, ete. and each function is placed under the charge of functional expert. 

e Functional Structure is created by grouping the activities on the basis of functions 
required for the achievement of organisational objectives. For this purpose, all the 
required functions are classified into basic, secondary and supportive functions 
according to their nature and importance. 

Features/Characteristics of Functional Orgsanisation : These are as_ follows: 

(a) Division of entire work of the organisation in major functions. 

(b) Every function is under the charge of a specialist. 

(© Existence of functional authority relationships among various departments. 
(d) Pyramidal growth of the organisation. 

(e) Limited span of management and tall structure. 


(C) Product Organization : 3 

e In the field of production there are big companies as well as smaller concerns existing 
side-by-side. The smaller companies have another popular form of structure. This 
form assigns to product managers with the responsibility for marketing decisions of 
particular product or groups of products. 

(D) Territorial Organization : 

e Departmentation by territories is most likely to occur when several production or 
marketing units of an organisation are geographically dispersed in various locations. 
For example, the Indian Railways are departmentalised on this basis. Northern 
Railways, Western Railways, Southern Railways, Eastern Railways, Central Railways, 
etc. are departments in this sense. 

« The advantages are: 

1. This can create customer goodwill and an awareness of local feelings and desires. 
2. It can provide a high level of service. 


3. It permits the use of local talents (labour), raw materials, market, etc. 
* The disadvantages are: 

1. Too many geographic locations can be extremely costly. 

2. It gives rise to duplication of various activities. 


INTRODUCTION - DEVELOPMENT AND LEVELS OF 


ORGANIZATIONAL CULTURE 


(A) Meaning of Organisational Culture : 

e Itis the shared experiences that organisational members hold in common, that merge 
into a whole pattern of beliefs, values, and rituals that become the “essence” of an 
organisation’s culture. 

Organisational Culture can be defined as “the collective programming of the mind that 
distinguishes the members of one organisation from others". 

Organisational Culture can also be defined as the values and behaviours that 
contribute to the unique social and psychological environment of an organisation. 
While not always easy to capture or define, culture is an observable, powerful force in 
any organisation. Made up of its members’ shared values, beliefs, symbols, and 
behaviours, culture guides individual decisions and actions at the unconscious level. 
Asa result, it can have a potent effect on a company’s well being and success. 


It is generally recognised that different organisations have distinguishing cultures. 
A commonly used definition of organisational culture is 'the way we see and do things 
around here’. Through tradition, history and structure, organisations build up their 


4.10 


411 


PPM and OB 


Organisation, Organizational Behaviour & Organisational Culture 


own culture. Culture as a result gives an organisation a sense of identity - ‘who we are’, 
‘what we stand for’, ‘what we do’. It determines, through the organisation's legends, 
rituals, beliefs, meanings, values, norms and language, the way in which ‘things are 


done around here’, 


An organisations’ culture encapsulates what it was been good at and what has worked 


in the past. 
(B) Development and Levels of Organisational Culture : 


1. Strong vs. Weak Culture : ; 
e Strong culture is said to exist where staff respond to stimulus because of their 


alignment to organisational values. In such environments, strong cultures help 
firms operate like well-oiled machines, engaging in outstanding execution with 
only minor adjustments to existing procedures as needed. f i 
Conversely, there is weak culture where there & little alignment with 
organisational values, and control must be exercised through extensive 
procedures and bureaucracy. 

Research shows that organisations that foster strong cultures have clear values 
that give employees a reason to embrace the culture. 


A "strong" culture may be especially beneficial to firms operating in the service 


sector. 


+ A “strong” culture may be especially beneficial to firms operating in the service 


sector, since members of these organisations are responsible for delivering the 
service. 


Research indicates that organisations may derive the following benefits from 


developing strong and productive cultures: ee ty xe 
(a) pee aligning the company towards achieving its vision, mission, and goals. 


(b) High employee motivation and loyalty. $ 
(© Increased team cohesiveness among the company’s various departments and 


divisions. 


(d) Promoting consistency and encouraging coordination and control within the 


company. 


(e) Shaping employee behaviour at work, enabling the organisation to be more 


efficient. 


Where culture is strong, people do things because they believe it is the right thing 


todo. 


2. Soft v/s Hard Culture 


In a soft culture the employees pursue their own personal goals and give less 
importance to the organisational goals. 

For example: In public sector enterprises in India productivity is low as employees 
focus more on pursuing their own individual personal goals. 
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4. Balance : 


Formal v/s Informal Culture $ 
* The concepts of formal and informal organisations relate to the nature of 
relationships and processes in the workplace. 


* A formal organisation is the literal structure of the organisation including its 
organisation chart, hierarchical reporting, relationships and work processes. 


(C) Factors influencing Formal Organisational Culture : 


1. Organisational Chart: An organisational chart effectively outlines the structure 
of the formal organisation. It shows the hierarchy from the CEO and top 
management to mid-level management to front-line employees. It also shows the 
horizontal interrelationships of various functional divisions or departments, 

The organisational chart provides a functional framework and is important in the 
workplace to establish stability, clarity in working relationships and reporting 
relationships between superiors and subordinates. 

2. The Grapevine : Though top management in some companies does not consider 

the reality of the informal organisation when trying to establish culture, it does 
have a significant influence on workplace dynamics. 
Employees interact with each other at lunch, in the break room and in daily 
interactions. These encounters either positively or negatively impact each 
employee's sense of belonging within the workplace. If these encounters are 
generally negative, work morale is typically poor. 


3. Office Politics : Marshall Goldsmith and Jon Katsenbach explain that 


understanding the direct reporting relationships outlined in the organisational 
chart is often less important than knowing the "go-to people" in your company. 
For ambitious employees, this may mean looking beyond immediate co-workers 
and managers and finding helpful mentors and internal coaches that want to help 
them succeed. 

Information communication networks are also a useful means of learning how 
the company works beyond just what is conveyed from top management. 
Goldsmith and Katsenbach also point out that when front-line 
employees get promoted into management positions, they often forget the 
importance of balancing the formal structure and informal networks within 
organisations. 

Disciplined structure and clear reporting relationships are important. However, 
managers also have a lot to gain by remembering that informal networks are real 
and useful. j 
Managers can often get the most insight on how employees feel and how 
departmental teams are functioning through informal, friendly conversations: 
While formal relationships are a key to accomplishing organisational and 
departmental objectives, they are sometimes restrictive to open interaction. 

The work culture of an organisation, to a large extent, is influenced by the formal 
components of organisational culture. 
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Roles, responsibilities, accountability, rules and regulations are components of 
a formal culture. They set the expectations that the organisation has from every 
member and indicate the consequences if these expectations are not fulfilled. 


. Organisations like Hindustan Lever Limited (HUL) follow a market culture, where 
their Strategic Business Units or Divisions (SBU’s) change their priorities and focus 
depending upon the market conditions. 

3. Clan Culture 

. An organisation is said to have a clan culture wuich has a strong internal focus but 
with flexibility and discretion. Here the members as employees share the vision, 
mission and values of the organisation, and an atmosphere is created for fun and 
adventure with the spirit of work for the employees. Employees share the 
information and discretion for doing work efficiently and effectively. 

* Clan Culture is characterised by paying serious attention to meeting business 


e Just as there are many types of organisations, there are many types of cultures. 
Although each form of organisation may be unique in many ways, there would be 
underlying similarities. 

Over the last few decades there have been numerous attempts made by researchers to 
I identify predominant types of organisational culture. The idea of culture, as the 
f discussion thus far shows, is extremely complex, but this has not deterred writers 


from offering their perspectives. 

e There are various types of Organisational Culture based on differences in values ~ in 
terms of flexibility and discretion as opposed to order, systems and control. 

+ All these dimensions can be combined to form four types of Culture. They are as 
follows: 


1. Hierarchy Culture 


Organisations having a hierarchy culture are more concerned with stability and 
order and with a formal level of systems, practices and policies. The managerial 
higher ups here believe in stability, order and following policies, systems and 
practices. They are excellent coordinators and handle projects with a lot of order 
and following systematic steps in order to execute them with a proper system and 
order. 

Most government organisations follow such a hierarchical structure and culture. 
Even the traditional private organisations used to follow this hierarchical culture. 
For example, even McDonald’s has a 350 page manual designed with systems in 
mind. Such an organisation is overly concerned with internal systems and order 
and is quite immune to the demands of the external environment. 

With today’s volatile external environment, such culture will soon be out-dated 


objectives. For example, in companies like Nokia, the wellbeing of the employees 
is most important and they are motivated to put ín their best. The internal systems 
and policies are conducive to allow flexibility and inputs for the employees to 
perform at their best. 

Other beara which put in their best and are employee centric having an 
internal focus and discretion and flexibility are American Expre: i 

ss, Make M; 

Forbes Marshall etc. i POS 


4. Adhocracy Culture 


Organisations that have an adhocracy culture emphasise an orientation towards 
the external environment with an internal flexibility and discretion. 

Adhocracy is defined as the opposite of hierarchy or bureaucracy. It is an example 
of modern organisations of today, which are prone to radical changes in response 
to the volatility of the external environment and the market and are considered to 
be very competitive. 

The practices, principles, policies and values of an organisation form its culture. 
The culture of an organisation decides the way employees behave amongst 
themselves as well as the people outside the organisation. 


PRACTICE QUESTIONS 


. n a LD = ee 
and will have to replace by incorporating the volatility of the external markets and 3 bea Organisation. State the need for organisation. 
ait: ae p as a eee of organisation. 

. State the levels of organizational culture. 

2. Market Gupte f ; 7 i 4. State the types of Corporate culture. 

e An organisation with such a culture is focused on stability and order but with an 5. Write short notes on : 


external orientation in mind. It realises that to survive in today’s organisations, 
the focus should be on bottom lines, competitiveness and productivity. Such 
organisations realise the sensitivity to external markets and orientation and also 
the importance of order and systems. Hence they try to combine the effects of 
both. 


(a) Organisational Behaviour (OB) 
(b) Functional Organisation 

(c) Product Organisation 

(d) Territorial Organisation 


eK 
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* The three key elements in this definition are intensity, direction and persistence. 

e Intensity is concerned with how hard a person tries. This is the element most of us 
focus on when we talk about motivation. However, high intensity is unlikely to 
lead to favourable job performance outcomes unless the effort is channeled in a 
direction that benefits the organisation. Thus, quality as well as intensity of effort 
is important. 

+ Effort that is directed towards and consistent with the organisation's goals is the 
kind of effort that we should be seeking. 

e Persistency is a measure of how long a person can maintain his or her effort. 
Really motivated people stay with a task long enough to achieve their goal. 

(B) The Basic Motivation Process: i 

* Motivation consists of three interacting and interdependent elements i.e. needs, 
drives and goals. Needs, set up drives to accomplish goals. This is the basic process 
of motivation. 

e The mechanism of motivation can be regarded as a movement towards a balance. 
It is a “Homeostatic Mechanism". Need is a starting point of this mechanism. When 
lack of deficiency is caused in this system, it initiates a chain of events. The 
individual who experiences a need does not engage in random behaviour, but 
engages himself in activity which is directed towards a goal. As soon as he reaches 
the goal his need is satisfied, and the mechanism of motivation ends. 
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CONCEPT OF MOTIVATION, BENEFITS TO + In the organisational settings, motivation refers to the "willingness of an individual 
ORGANISATION AND MANAGER to react to organisational requirements in the short run." The greater the 
motivation of an individual towards the organisation, the more is the likelihood 
(A) What is Motivation? oe that he will work willingly, efficiently and enthusiastically to contribute his best 
e Motivation is the most important process in the micro approach to organisational efforts to the achievements of the goals of the organisation. 
behaviour. In this chapter, motivation is presented as a very important process in Needs Dae a T 
understanding behaviour. Motivation cannot be seen, itis a hypothetical construct, (Deprivation) ——? (Deprivation with direction) ——~ (Reduction of drives) 
which explains behaviour, but it should not be equated with behaviour. Fig. 5.1: Concept of Moivation 
«Nearly all conscious behaviour is motivated. For example, anyone will fall asleep Needs: Needs are created whenever there is a physiological or psychological 


imbalance. The need is a deficiency. 

Drives: Drive is a deficiency with direction. Drives are action-oriented and provide an 
energizing thrust toward goal accomplishment. Drives are at the very heart of the 
motivational process. For example, need for food is translated into hunger. 

Goals: It is at the end of the motivational cycle. It can be defined as anything which 
will alleviate a need and reduce a drive. Physiological or psychological balance will be 
restored after attaining a goal. 

* Robbins defines Motivation as, “the willingness to exert high levels of effort towards 

organisational goals conditioned by the efforts and ability to satisfy some individual 
need”. 


without motivation, but going to bed is a conscious act requiring motivation. 

* A manager's job is to identify employees’ drives and needs and to channel their 
behaviour toward task performance. 

e When people join an organisation, they bring with them certain grives and 
motives that affect their on the job performance. Sometimes these motives are 
difficult to determine and satisfy. Motives vary greatly from one person to another 
person. Motives create tensions which stimulate the efforts to perform. 

e Motivation can be defined, "as the process that accounts for an individual's 
intensity, direction and persistence of effort towards attaining a goal". 
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e This definition is focused on organisational goals. The three key elements in this 
definition are effort, organisational goals and needs. 
e Effort is a measure of intensity. If efforts are channelized in a direction that 
} benefits the organisation then only will there be favourable job performance. 
Í Therefore efforts directed toward and consistent with the organisation's goals are 
more important. 

e Robbins treats motivation as a need-satisfying process. Need means some internal 
state that makes certain outcomes appear attractive. According to Robbins the 
Motivational Process is as follows: 

1. Unsatisfied need creates tension. 
2. This tension stimulates drives within the individual. 
3. These drives generate search behaviour to find a particular goal. 
4. If that goal is attained the need will be satisfied. 
5. This satisfaction will lead to the reduction of tension. 
7 = Search isfied Reducti 
Ta ed) _, [Tension] > (Drives) ~ iahayiat D ei > lof. SEA | 
Fig. 5.2: The Motivation Process 

e We can adopt this motivational process to behaviour of employees in the 
organisation in the following way : 

* Motivated employees are in a state of tension, To relieve this tension, they exert 
effort. The greater the tension, the higher is the effort level. If this effort 
successfully leads to the satisfaction of the need, tension is reduced. 

(© Benefits of Motivation to Organisation and Manager : 

The following points highlight the benefits of Motivation to Organisation and Manager: 

1. High Performance Level : Motivation makes people willing to do their work and 
improves their performance. Thus, motivation results in increased productivity, 
wastage and scrap will be reduced. Quality of production will be better. 

2. Maximum Utilization of Factors of Production : Due to motivation, there is 
maximum utilisation of factors of production. Workers will improve. their 
efficiency by increasing their knowledge and skill. 

3. Reduced Labour Turnover and Absenteeism : A motivated employee stays in 
the organisation more and their absenteeism is low. Workers do not leave the job 
frequently and this saves the expenditure and loss caused to the organisation. 
With reduced labour turnover, it becomes possible for the organisation to plan its 
activities on long term basis. 

4. Worker's Co-operation : If workers are motivated, they give good co-operation 
and take active interest in their job and their efficiency increased and hence they 
are able to provide higher output. 
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e Abraham Maslow in 1943 outlined the 


e He identified five levels in his need 


5. Good Industrial Relations : Motivation creates good relations between the 
workers and management and between workers themselves. As a result, 
complaints and grievances will come down and conflicts will be reduced. This 
results in smooth working of the organisation. i 


MASLOW'S NEED HIERARCHY THEORY 


elements of an overall theory of motivation. 
From his clinical experience he found that a 
person's motivational needs can be 
arranged in a hierarchical manner. He - 
believed that once a given level of need is 
satisfied, it no longer serves to motivate. Kove Needs 
The next higher level of need has to be 
activated in order to motivate the 
individual. 


hierarchy. They are as follows. 

1. Physiological needs: They are 
unlearned primary needs such as 
hunger, thirst, sleep and sex. Once these 
needs are satisfied, they no longer 
motivate. Fig. 5.3 : Maslow's hierarchy of needs 


2 Safety needs: This group includes emotional as well as physical safety. It includes 
security and protection from physical and emotional harm and the need for job 
security. 


f 3. Dive needs: These needs include affection, belongingness, acceptance and 

friendship. They also include the need for identification with a group. 

4. Esteem needs: This contains both self-esteem and esteem from others. It also 
includes internal esteem factors such as status, recognition, attention and 
appreciation. 

5. Needs for self-actualization: It is the person's motivation to transform perception 
of self into reality. It is the drive to become what one is capable of becoming, 
which includes growth, achieving one's potential and self-fulfillment. $ 

Maslow considers man as a wanting animal. As one need is substantially satisfied, the 

next need becomes dominant. If a manager wants to motivate his subordinates he 

needs to understand what level of the hierarchy that subordinate is currently on atid 
focus on satisfying those needs at or above that level. Employees are more 
enthusiastically motivated by what they are secking than by what they already have. 
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* Maslow separated the five needs into higher and lower orders. Physiological and 
safety needs were described as lower order and social, esteem and self-actualization as 
higher order needs. The difference between these two orders lies in the fact that, 
higher order needs are satisfied internally and lower order needs are satisfied 
externally. 

e Maslow's theory can be converted into the content model of work motivation. For 
example, pay is the basic need, seniority plans and union are security needs, formal 
and informal work groups are love needs, titles and promotions are examples of 
esteem needs. 

e Maslow's need theory has received wide recognition, among managers; however 
research does not generally validate the theory. 

Evaluation of Maslow's Theory: 

e Maslow's need hierarchy theory is a land mark in the field of motivation. It presents 
nature and priority of needs. This approach is very simple and direct. 

Limitations: 

(a) This theory may not apply at all times in all places and in all circumstances. 
Sometimes it may not follow the sequence as postulated by Maslow. 
(b) Maslow provided no empirical substantiation. Researchers face problems of 
measuring self-actualization. 
(c) This theory does not take into account the individual differences in the intensity of 
various needs. 


[83 | HERZBERG'S MOTIVATION - HYGEINE THEORY 


Herzberg (1959) extended the work of Maslow and developed the two factor theory. 
1. Motivational factors 
2. Hygiene or Maintenance factors. 

œ He concluded that job satisfiers are related to job content and that job dissatisfiers are 
allied to job context. Herzberg labelled satisfiers as motivators and called dissatisfiers 
as hygiene factors. These two factors are known as Herzberg’s two-factory theory of 
motivation. 

e This theory is related to Maslow's need hierarchy. The hygiene factors are preventive 
and environmental in nature, and they are equivalent to lower order needs. 

1. Motivational Factors : 

e These factors are related directly to thé job itself. The presence of such factors creates 
a highly motivating situation, but their absence does not cause dissatisfaction. People 
always respond positively with the presence of such factors. He mentioned six 
motivational factors: 

(a) Recognition 
(c) Responsibility 
(e) Possibility of growth 


(b) Advancement 
(d Achievement 
(f) Work itself. 
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e Herzberg suggests that the opposite of satisfaction is not dissatisfaction. Removing 
dissatisfying characteristics from a job does not necessarily make the job satisfying. 
According to Herzberg, the factors leading to job satisfaction are separate and distinct 
from those that lead to job dissatisfaction. 

2. Hygiene Factors : 

* When these factors are adequate, people will not be dissatisfied but they are not 
necessarily satisfied. 

e Thus, Hygiene factors bring motivation up to a theoretical zero level and are necessary 
to prevent dissatisfaction. They serve as a takeoff point for motivation. By themselves, 
these factors do not motivate. Reduction in the availabilities of these factors is likely to 
affect motivation and bring down the level of performance. These factors are mostly 
related to the environment and outside the job. 

* According to Herzberg there are 10 hygiene factors. 

(a) Company Policy and Administration, 

(b) Technical Supervision, 

(c) Interpersonal relations with subordinates, 

(d) Salary, 

(e) Job Security, 

(f) Personal life, 

(g) Working conditions, 

(h) Status, 

(i) Interpersonal relations with supervisors, 

(j) Interpersonal relations with colleagues. 

According to this theory, an individual must have a job with a challenging content in 
order to be truly motivated. 

Herzberg conducted study on about 200 Accountants and Engineers from eleven 
industries. He used the critical incident method of obtaining data for analysis. 
Herzberg investigated the question ‘what do people want from their jobs?". He asked 
people to describe in detail, situations when they felt exceptionally good and 


exceptionally bad about their jobs. He conducted 12 investigations and reported 
factors affecting job attitudes. 


He concluded that the replies people gave when they felt good about their jobs were 
significantly different from the replies given when they felt dissatisfied with their job. 
Certain characteristics tend to be consistently related to job satisfaction and others to 
job dissatisfaction. Intrinsic factors such as achievement, recognition, the work itself, 
responsibility, advancement and growth are to be related to job satisfaction. 

When people were dissatisfied, they tended to cite extrinsic factors such as company 
policy and administration, supervision, interpersonal relations and working 
conditions. 
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Analysis of Herzberg's Theory : ğ 

e This theory became very popular as a textbook explanation of work motivation and 
was also accepted widely by practitioners. But this theory was criticized in the 
following way. 

(i) The procedure that Herzberg used is limited by its methodology. When things are 
going well, people tend to take credit themselves, and they blame the external 
environment in case of failure. 

(ii) The reliability of Herzberg's methodology is questioned because in his method 
raters may interpret one response in one manner while similar another response 
differently. 

(iii) Though this theory provides an explanation of job satisfaction, it is not really a 
theory of motivation. 

(iv) No overall measure of satisfaction is utilized in this theory, for example a person 
may dislike part of his or her job, yet think the job to be acceptable. 

(v) This theory is inconsistent with previous research as it ignores situational 
variables. 

«In spite of these limitations, Herzberg contributed substantially to the study of work 
motivation. 

(Ù) He extended Maslow's needs hierarchy concept and made it more applicable to 
work motivation. 

(ii) He drew attention to the importance of job content factors in work motivation. 

(iii) The job design and techniques of job enrichment is also one of Herzberg's 
contributions. 

e We can thus conclude that Herzberg does not adequately describe the complex 
motivational process of organisational participants. 

Herzberg's Contribution : 

e Despite these criticisms, Herzberg’s two factor theory has made a significant 
contribution toward improving manager's basic understanding of human behaviour. 
He drew the attention of managers to the importance of job content factors in work 
motivation which had been neglected previously. 

* Job enrichment is a direct outgrowth of Herzberg's two factor theory of motivation. 
Concept of job enrichment is based on the assumption that in order to motivate 
personnel, the job itself must provide opportunities for achievement, recognition, 
responsibility, advancement and growth. Job enrichment helps in restoring the 
elements of interest that were taken away under intensive specialization. Job 
enrichment builds into jobs a higher sense of challenge and achievement. Loading of 
job is increased horizontally as well as motivators: achievement, recognition, 
increased responsibilities, opportunities for growth, advancement and increased 
competence. 

«Therefore, we can say that Fredrick Herzberg's two factor theory is of Job Loading. 
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Spano of Maslow's and Herzberg's Theories: 
* Maslow's Model + Herzberg's Model 
* Self-actualization needs Work itself 
* Develop one's gifts an’ Achievement 
Potential to the full. Possibility of growth 
* Growth and accomplishment 
+ Personal development. 
*Esteem Needs Advancement 

Self esteem Esteem from others Recognition 

Self-respect Respect 

Adequacy Recognition 

Competence Prestige and status Status 

Achievement in the eye of others. 

Autonomy 


* Belongingness and Social needs, friend- 
ship, love and affection acceptance, 
Social life. 


Ļ- 


Relations with supervisors 
Peer relations 

Relations with subordinates 
Quality of supervision. 


Safety and Security needs Physical, 
emotional security, free from danger. 


Co-policy and administration 
Job security 
Working conditions. 


+ Physiological needs 
Basic survival 
Hunger, thirst, sleep 
Avoidance of pain. 


Pay 


Maslow refers to the need of motives, while Herzberg deals with goals or incentives 


that tend to satisfy those needs. 


Both theories have important similarities. Hygiene factors are roughly equivalent to 
Maslow's lower order needs and the motivational factors are somewhat equivalent to 


higher order needs. 


There as also significant difference between these two theories. Maslow's hierarchy of 
needs is sequentially ordered in terms of needs arrangements. Herzberg's theory does 


not have any such hierarchical arrangements. 


Maslow believes that any need can be a motivator if it is relatively unsatisfied. 
Herzberg believes that only higher order needs serve as motivators. 


Both theories fail to handle the question of individual differences in motivation. 


51 


s$, 


PPM and OB Motivation and Leadership 


| 5.4 | THEORY X AND Y, THEORY Z 


(A) Theory of X of Motivation : 

The Theory ‘X’ is model of historical organisation based on traditional beliefs and 
ideas about management. This type of management is also known as ‘Authoritarian 
Management’. 

Assumptions of Theory ‘X’ of Motivation : 

1. Work is by itself very distasteful to most of the people. 

2. Most of the people are not ambitious about their career and prefer to remain at the 

back, as a follower. 

3. They have little capacity and less creativity in their behavioural attitude. 

4. They lack in their motivation. 

5. Most of them need close supervision and direct control. 

Thus in short, Theory ‘X’ believes in the fact that, organisation exists with pessimistic 
atmosphere. This theory believes that people are motivated by monetary gains, fringe 
benefits etc. Additionally they are compelled by factors like threat and punishment. 
People who believe in this theory, exercise strict control and supervision over their 
subordinate. 

It is note worthy that Douglas McGregor after picturing the present status of 
traditional organisation in the above manner. He himself states that by advance 
knowledge in the field social science, the above assumptions are needed to be changed. 

(B) Theory Y of Motivation : 

This theory is based on most precise understanding of human nature and motivation. 
In general, it believes that, people are not unreliable and lazy by nature. If they are 
properly motivated and channelised, they could really be creative. Properly motivated 
people can achieve his goals by directing his own efforts to the best of his abilities. 
Assumptions of Theory ‘Y’ of Motivation: 

1. Work is as natural as play, if conditions of work are favourable. 

2. Self-control is necessary factor in order to achieve the organisational goals. 

3. Every person differs in capacity to work, creativity, and mental qualities. 

4, Motivation of every individual differs in job at various levels. 

5. People can be self-directed and creative at work if they are properly motivated. 

Thus, the theory ‘Y’ which believes in modern views of business organisation is based 
on number of psychological factors. He believes that, the objective of every organisation is 
to create satisfied and happy employees. Only such employees can show higher 
productivity. 
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This theory ‘Y’, thus, considers the nature of relationships, the environment around 
the business in the light of objectives to be achieved. ` 


(C) Theory Z of Motivation : 
+ Developed by Dr. William Ouchi : 


* Theory Z is an approach to management based upon a combination of American 
and Japanese Management Philosophies. 5 


s Theory 3 focused on increasing employee loyalty to the company by providing a 
job for life with a strong focus on the well-being of the employee, both on and off 
the job. j 

DEFINITION, NATURE, QUALITIES OF LEADER, LEADER 
V/S MANAGER l 


(A) Definition and Nature of Leadership : 


1. “A Leader is an influencing individual and groups within the organisation, helping 
them establish goals, and guiding them toward achievement of those goals, thereby 
allowing them to be effective”. 

~ Naharandi, 1997 

2. “Leadership is the exercise of influence”. 


i - Cunningham, 1985 
3. “Leadership. occurs when one person includes others to work toward some 
predetermined ovjectives”. 


-Massie 

4. “Leadership is the process of influencing the activities of a group towards goal 
setting and goal achievement”. 

— Stogdill 1974 


5. “Leadership can be defined as the process by which an agent induces a subordinate 
to behave in a desired manner”. 

- Benxis 
Leadership is viewed as a characteristic of an individual. 
“Leadership has been defined as the process of influencing others to work 
enthusiastically towards achieving the objectives." It is the critical factor that helps an 
individual or a group to identify their goals and then motivates and assists in 
achieving the stated goals. Here the three elements of influencing, supporting, 
voluntary effort / goal achievement are important. It has been defined as the 
relationship in which one person or leader influences others to work together 
willingly on related tasks to attain that which a leader desires. 
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“Leadership is an outstanding aspect of management which manifests $ ability, 
creativeness, initiative and inventiveness, which gains confidence, co-operation, and 
willingness of people to work, by organizing and building employee morale.’ 

We can thus say that the job of a leader is ~ j . 

(a) To develop responsibility and initiative among his subordinates. 

(b) To take decisions and exercise authority. 

(c) To be aggressive and ambitious and tell people what to do. : 

(d) To organise useful behaviours by encouraging people towards goal attainment. 

(e) To cause others to follow willingly. : ; 
‘Leadership is the creation of a vision about a desired future state which seals to 
enmesh all members of an organisation in its net.’ ; f 

As a process, leadership is the use of non-coercive influence to direct and co-ordinate 
the activities of the group members towards goal accomplishment. F 
Leadership must have a passion for change. Leader has a strong set of values in 
business, religion and government. 


_(B) Qualities of a Leader : 


Leadership is a social process in which one individual influences the behaviours of 


Fel is expected to play many roles and therefore must be qualified to age 
others to organisational achievement and also must be a capable handler oi 
interpersonal relationships. 

The traits or the qualities of leaders can be stated as: 

According to Viscount Slim: 


1. Courage k Will power 

3. Judgement 4. Piexihiiy, 

5. Knowledge A 6. Integrity 
According to Hill the characteristics are: A5 
$ Self-Confidence 2. Moral qualities 
3. Self-sacrifice 4. Paternalism 


5. Decisiveness 6. Dignity, Tolerance, Enthusiasm 


7. Knowledge of men 
According to George Terry the qualities are: 
Judgement 

Initiative 

Energy 

Drive 

Human relation skills 
Emotional stability 
Fairness 

Ambition 

. Dedication 

10. Objectivity 

11. Co-operation 

12. Technical Competence 


Sereyseny 
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* A good leader should also possess the following qualities. 


- Energy: Both mental and physical energy to work successfully for long hours. 
. Emotional maturity and stability: A leader should act with self confidence, take 


decisions on a rational basis, think maturely and clearly. 


Objectivity: The approach of a leader to any problem should be objective and not 
based on any pressure, fear, bias or prejudice. Decisions should be based on 
rational reasoning, facts and conceived notions. 


Empathy: The leader should be perceptive or empathetic towards his followers. 


Personal Motivation: A leader should be enthusiastic and highly motivated to get 
a job done. r 


Teaching ability: A leader should be a good teacher and should be able to talk and 
write forcefully, clearly to stimulate, convince and direct men. 


Good communication skills: He should be a good communicator of his thoughts 
to his subordinates and should be able to establish a good rapport with them. 


Integrity: A leader should be morally sound and honest towards his purpose. 


(C) Functions and Responsibilities of a Leader in Organisation : 


. Enabling people and groups to achieve their objectives. 
. Setting objectives. 

. Establishing basic values. 

. Clarifying and solving problems for others. 

. Organizing resources. 

. Providing information and social, emotional support 


Making decisions on behalf of others. 


i- To develop a confident personality. 

. Arbitrator in disputes. 

. To function as a Father figure. 

. Provide direct satisfaction to his followers. 

. Structure the path to goal attainment. 

. Removes barriers to goal attainment. 

. Facilitation of group interaction. 

. To integrate the needs of an individual with those of the groups. 

. To resolve internal group conflicts, 

. To render a service by direct contribution in any activity. 

. Communicating with workers especially about what is expected from them. 
. Satisfying the group age, by developing an atmosphere free of conflict. 
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(D) Leader v/s Manager : 4 
Leader " Manager 
1. Leaders create a vision. 1. Managers create goals. 
12 Leaders are change agents. 2. Managers maintain the status quo. 
3. Leaders take risks. 3. Managers control risk. | 
4. Leaders build relationships. 4. Managers build systems and 
processes. <a 
5. A person becomes a leader on the basis | 5. A person becomes a manager by 
of his personal qualities. virtue of his position. 
6. Leader leads by influence. 6. Manager manages by position. 


LEADERSHIP STYLES (AUTOCRATIC, PARTICIPATIVE, 
LAISSEZ FAIRE OR SUBORDINATE-CENTRED, 

BUREAUCRATIC LEADERSHIP, TRANSFORMATIONAL 
LEADERSHIP, TRANSACTIONAL LEADERSHIP) 


The behaviour exhibited by a leader during supervision of subordinates is known as 


leadership. 
Style: The style is the way in which a leader influences followers. The styles are based 


on the types of control leader’s exercise in a group and their behaviour. : 
The most effective style of management is when the manager shares power with 
subordinates, so that the leader can increase satisfaction and effectiveness in a group. 
‘The style may be influenced by culture. Hawthorne's study explains the supervisory 
style. McGregor explains enlightened and authoritarian leadership which means 
humanistic style. The Iowa study explains the autocratic, democracy style of 
leadership. A Michigan group found the employee central supervisor to be more 
effective than a production centered supervisor. Thus, the total pattern of a leaders 
action as prescribed by their employees is called leadership style. It represents thein 
skills and attitudes in practice. The styles are different on the basis of motivation 
power or orientation toward task and people. ; 
According to the philosophies of leaders towards their followers, techniques of 
leadership and its patterns are classified as given below. 

(A) Autocratic (Authoritarian / Leader centered) 

(B) Democratic (Participative / Group centered) 

(C) Free-rein (Laissez Faire / Individual centered) 
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(A) Autocratic (Authoritarian / Leader centered) Leadership Style : 

* An autocratic leader centralizes power and decision making himself and exercises 
complete control over the subordinates. He is work centered or leader centered. He 
structures the complete work situation and sets the goals. There is no participation of 
his subordinates. 

* An autocratic leader runs his own show. His subordinates fully depend on him and are 
unaware of organisational goals. 

e In the autocratic leadership style, the subordinates are compelled to follow the 
leader’s decision because the leader may think that he is the only competent and 
capable individual to guide others. Autocratic communication is one way 
communication from leader to followers. ý 

* An Autocratic style permits quick decision-making and hence efficient style and can be 
applied with success where - 

(G) Subordinates lack knowledge and company goals. 
(ii) Subordinates are inexperienced. 

(iii) The company endorses fear and punishment as accepted disciplinary techniques. 
(iv) The leader prefers to be an active and dominant decision maker. 

e Under this style of autocratic leadership, there are two types’ i.e. tough autocrat and 
benevolent autocrat. The tough autocrat views leadership as a matter of issuing. Often 
such a leadership generates a sense of insecurity, resistance, fear and dependence. The 
benevolent autocrat on the other hand is often referred to as a paternalistic leader, 
who looks upon himself as a parent figure. Father knows the best, is the attitude which 
best describes this type of leader. 

(B) Democratic/Participative/Leadership Style : 

* In contrast with the autocrats, this type of leader practices his leadership by consulting 

his followers and asks for their participation in decision-making. Here authority is 

decentralised. The participative ieader attaches high importance to both work and 
people. He believes that the cooperation of the employees in the attainment of goals 
can be enlisted only by honest and open communication. He encourages his 
employees, subordinates to function as a social unit and makes full use of their talents. 

It helps in gaining services from more satisfied and cohesive groups. He uses little 

authoritarian control and exercises consulting. 

Subordinates receive high degree of responsibility and freedom. They develop a 

feeling of self esteem due to their participation in decision-making. Participative style 

is useful and appropriate where the conditions are as follows: 

(i) The company has communicated its goals and objectives to the subordinates and 
the subordinates have accepted them. 

Gi) Rewards and involvement are used as the primary means of motivation and 
control. : 

(iii) The leader truly desires to hear the idea of his employees. 

(iv) The workers are reasonably knowledgeable and experienced. 

(v) The time for task completion allows for participation. 
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. icipati le is a misleading term. There can always be a danger of 
A vf decison sharing. Subordinates may view the Gemdcratl: leader 
as incompetent to handle decisions. It may be considered that the leader is ine! Say 
to deal with matters, so asks them to participate in the decision making proces is 
style is highly time consuming. It is also a tough job to provide a free atmosphere to 
employees in the decision making process. 

(C) Laissez Faire/Subordinate Centred : ee eee EEEE EE 

isi i ‘no leadership at all’ for there is absence of hip. 

i p HRR ae canypiete delegation of authority into the hands of subordinates, so 
that they must plan, motivate, control and otherwise be responsible for nes own 
actions. The leader provides very little guidance and support to the followers. He acts 
principally as a liaison between outsider sources and the group. A ba 

e Complete group or individual freedom in decision-making, no appraisal or regulation 
for performance on the job is some of the highlights of this style. 

() Maximum concern for individual who make up the work-team. 
(ii) Open discussions and respect for all views. . 
(ii) The majority will is operative in decision-making. 

© Free rein style would be effective in conditions, where- 

(i) The organisational goals have been communicated well and are acceptable to the. 
subordinates. i 

(ii) The leader is interested in delegating decision-making. 

(iii) Subordinates are well trained and highly knowledgeable. y i 

(iv) The leader has a high degree of confidence in the abilities of his subordinates. 

(v) Subordinates have a high degree for independence. 

e This pattern of leadership suffers from drawbacks when, 

(a) The members of the group refuse to pa aes 3 
The group is unwilling or unable to reach a decision. . 

D ar S A due to the chaos generated by inability of the large 
group to arrive at a decision. x 
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(D) Bureaucratic Leadership : re 


e The term is usually applied to individuals who hold positions in the intermediate and 
lower levels of the administrative hierarchy in an organisation, who have more or less 
specialised duties in directing and supervising organisational process. Any large 
organisation is divided. It functions into special areas, the organisation may be 
military, religious, governmental. Whatever power the bureaucratic leader may 
possess, derives from the structure of the organisation and the formalised regulations 
that prescribe, define and limit his roles and functions. 

e Bureaucrats attract a great deal of adverse criticism from a variety of sources. Some 
criticise bureaucrats because they are not efficient enough, some criticise them 
because they are too impersonal. 

(E) Transformational Leadership : 


e Transformational leadership (sometimes referred to as charismatic leadership; see 
Kanungo, 1998) refers to the process of influencing major changes in the attitudes and 
assumptions of organisation members and building commitment for major changes in 
the organisation’s objectives and strategies. Transformational leadership involves 
influence by a leader over subordinates, but the effect of the influence is to empower 
subordinates who also become leaders in the process of transforming the 
organisation. 

+ Bass (1998) defines transformational leadership in terms of the leader’s effect on 

followers. Leaders transform followers by making them more aware of the 

importance and value of task outcomes and by inducing them to transcend self- 
interest for the sake of the organisation. 

* Transformational leaders do more with colleagues and subordinates than set up 

simple exchanges or agreements. They behave in ways to achieve superior results by 

employing one or more of the four components of transformational leadership 

outlined by Lowe, Kroeck, and Sivasubramaniam (1996). 

Four Components of Transformational Leadership 


Behaviour Description 
Idealized Transformational leaders behave in ways that make them role 
influence models for their followers. The leaders are admired, respected, and 
trusted. 
mirsi n z 5 Ter) | 
pirational Transformational leaders behave in ways that motivate and inspire 
motivation those around them by providing meaning and challenge to their 
followers’ work. Leaders get followers involved in envisioning 
attractive future states; they create clearly communicated 
expectations that followers want to meet. 
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~ Behaviour Description 
Intellectual Transformational leaders stimulate their followers’ efforts to be 
stimulation innovative and creative by questioning assumptions, reframing 
problems, and approaching old situations in new ways. New ideas 
and creative problem solutions are solicited from followers, who 
are included in the process of addressing problems and finding 
solutions. 
Individualized | Transformational leaders pay special attention to each individual 
consideration follower’s needs for advancement and growth by acting as a coach 
or mentor. Individual differences of needs and desires are 


recognized, and the leaders own behaviour demonstrates 
acceptance of these differences. 


In a similar vein, Conger and Kanungo (1998) provided the following set of five 
comprehensive (and validated) character dimensions of transformational leaders. 


Key Characteristics of Transformational Leaders 


Characteristic Description 

Vision and | Has a vision—expressed as an idealized goal—that proposes a 

articulation future better than the status quo; and is able to clarify the 
importance of the vision in terms that are understandable to others. 

Personal risk Willing to take on high personal risk, incur high costs, and engage in 
self-sacrifice to achieve the vision. 

Environmental | Able to make realistic assessments of the environmental constraints 

sensitivity and resources needed to bring about change. 

Sensitivity to | Perceptive of others’ abilities and responsive to their needs and 

follower needs | feelings. 

Unconventional | Engages in behaviours that are perceived as novel and counter to 

behaviour norms. 


+ In summary, transformational leadership starts with the development of a vision, a 
view of the future that will excite and convert potential followers. 

e This vision may be developed by the leader, by the senior team, or may emerge froma 
broad series of discussions. The important factor is the leader buys into it. The next 
step is to constantly sell the vision. # 

e This takes energy and commitment, as few people will immediately buy into a radical 
vision, and some will come on board much more slowly than others. The 
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transformational leader thus takes every opportunity and will use whatever works to 
convince others to support the vision, 

. In order to create followers, transformational leaders have to be very careful in 
creating trust, and their personal integrity is a critical part of the package that they are 
selling. In effect, they are selling themselves as well as the vision. 

(ŒF) Transactional Leadership : 

. aneattionsl leadership is a style of leadership in which subordinates seck 
motivation from their leaders via a combination of punishments and rewards in the 
workplace. For example, subordinates might receive a punishment if they do a task 
incorrectly. gF 

e In contrast, a reward might be given to subordinates who accomplish their tasks 
correctly and in a timely manner. 

* The assumptions underlying transactional leadership theories are: People are 
motivated by reward and punishment and social systems work best with a clear chain 
of command. When people have agreed to do a job, a part of the deal is that they cede 
all authority to their manager. 

. iie transactional leader often uses management by exception, working on the 
principle that if something is operating to defined (and hence expected) performance 
then it does not need attention. 

. Exceptions to expectation require praise and reward for exceeding expectation and 
some kind of corrective action is applied for performance below expectation. 
Reres transformational leadership has more of a “selling” style, transactional 
leadership. once the contract is in place, takes a “telling” style. 


PRACTICE QUESTIONS 
1.. What is motivation ? State its benefits to organisation and managers. 
2. Explain Maslow's need hierarchy theory. 
3. Explain Herzberg's motivation theory. 
4, State the essential qualities and functions of a leader. 
5. Describe the various leadership styles. 
6. Write short notes on : 
(a) Motivational Process 
(c) Leader v/s Manager 
(e) Nature of Leadership. 


(b) Theory X of Motivation 
(d) Theory Y of Motivation 
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[ 6.1 | CONCEPT OF TEAM, NATURE, BENEFITS FROM TEAM 


(A) Concept of Team : 


Teams are increasingly becoming the primary means for organizing mik in 
contemporary business firms. If we pick up any business periodical, we will reat how 
teams have become an essential part of the way business i being done in companies. 
Evidence suggests that teams typically out-perform individuals when the tasks pen 
done require multiple skills, judgement and experience. Management has P l a 
teams are more flexible and responsive to changing events than are Bera 
departments or other forms of permanent groupings. Teams have the capability to 
quickly assemble, deploy, refocus and disband. ; : ve A 
Teams are an effective means for management to democratize their organisations an 
increase employee motivation. Teams facilitate employee participation in operating 
decisions. 
Work groups and work teams are not the same thing. r i 
A Work group is a group that interacts primarily to share information and to make 
decisions to help each member perform within his area of responsibility. Work groups 
have no need or opportunity to engage in collective work that requires joint efforts. 
A Work team is a group whose efforts result in a level of performance that is greater 
than the sum of those of individual inputs. 

+ 
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Work group Work team 
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The extensive use of teams creates the potential for an organisation to generate 
greater outputs with no increase in inputs. 
In other words, teams can be defined as, “co-operative groups that maintain regular 


contact and engage in co-ordinated action.” They strive to achieve a high degree of 
teamwork. 


(B) Nature of Team (Characteristics of Teams) 


1. ‘Teams’ are deliberately structured formal groups to serve the desired 
organisational goals. 


2. ‘Team’ derives their authority from the organisation itself and it is delegated from 
top to bottom. ' 


3. ‘Teams’ are not quite large in size and shape. 
‘Teams’ are not permanent. They exists only for limited duration. 


5. The organisation’s top management decides about the activities of each individual 


in the team. 


(C) Benefits from Team (Importance of Teams in Organisation) : 
1. Effective team-building in an organisation offer many advantages such as, 


increased productivity, improved quality, improved customer service etc. 


2. Effective team-building in an organisation provides many advantages for workers 


and/ or employees in the form of avoidance of wasteful efforts, reduced errors, 
more output for each unit of input, better quality of work life, reduced stress etc. 


3. Effective team-building in an organisation results in reduced scrap, fewer errors, 


fewer remuneration claims, reduced labour turnover. All this results into effective 
cost reduction. Members in the team are committed to their team’s performance. 
They do not want to let down their teams. Commitment to performance makes 
team members cost conscious. 


4. Effective team-building in an organisation can eliminate relunctant layers of 


bureaucracy and flatten the hierarchy in large organisation. Employees will have 
direct and better access with top management. 


5. Effective team-building in an organisation enables the team members to innovate 
and solve problems creatively. 


1. Lead Team : A lead team consists of managers and their direct subordinates. 
This is the most usual form of team which works in every part of an 
organisation. The objective of a lead team is to plan and execute the business 
activities in its specified area of responsibility. 

2. Cross-Functional Team : A cross-functional team is constituted by drawing 
personnel from different functional areas. The basic objective of such a team is 
to solve problems and take decisions in those areas which cannot be done by a 
particular functional department. . 

3. Problem-solving Team : A problem solving team is constituted to solve specific 
problems which an organisation may be facing. 
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4. Self-Managing Team : Self-managing teams are empowered to share various 
management and leadership functions. These teams plan, control and improve 
their own work processes. They set their own goals and inspect their own work, 


CREATING EFFECTIVE TEAMS, TURNING INDIVIDUALS 
INTO TEAM PLAYER 


(A) Creating Effective Teams : 


Newly formed teams often move through a series of developmental stages. When a 
number of individuals begin to work at interdependent jobs, they often pass through 
several stages as they learn to work together as a team. These stages are not rigidly 
followed but they do represent a broad pattern that may be observed and predicted in 
many settings. 

The stages are the result of variety of questions and issues that the committee 
predictably faces, such as who should be included? whom can I trust? who will 
perform which functions and how do we resolve conflicts? In addition, members want 
to know which rules to follow and what each person should contribute? 


Process of Creating Teams / Four Stages of Team Formation : 


There are four stages of team's formation. 
1. Forming: Members share personal information, start to get to know and accept 


one another and begin turning their attention towards the group's tasks. An aura 
of courtesy prevails and interactions are often cautious. 
Storming: Members compete for status, jockey for positions of relative control and 


tentative balance among competing forces is struck. Group norms emerge to guide 
individual behaviour and co-operative feelings are increasingly evident. 


4. Performing: The group matures and learns to handle complex challenges. 


Functional roles are performed as needed and tasks are efficiently accomplished. 
Not all groups will clearly experience all four stages. Some groups may be temporarily 
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fom Shere term decision making groups. When the members of a task team know 
eir objectives, contribute responsibly and enthusiastically to the task and support 

one another, they are exhibiting teamwork, 

A supportive environment skills matched to role requirements, subordinate goals and 

team rewards, these factors are important iri creating effective teamwork. 


1. Supporting Environment: Teamwork is most likely to develop when management 
builds a supportive environment for it. That means supervisors need to develop an 
organisational culture that builds co-operation, trust and compatibility. 

2. Skills and Role Clarity: It is essential that team members must respond 
voluntarily to the demands of the job and take appropriate actions to accomplish 
team goals. For this, team members must,be qualified to perform their jobs and 
have the desire to co-operate. When all the members of the group know the roles 
of each other, then only they can work together as a team. When such an 
understanding exists, members can act according to the requirements of that 
situation, without waiting for someone to give an order. Even if one member fails 


to perform in the ri; i i i x 
aa suffer. right way at the right time, a product quality or customer service 


3. Superordinate Goals: Superordinate goal is a higher goal, which integrates the 


efforts of two or more persons, Such goals can be achi i 
f . chieved only if all member: 
carry their roles, All members must focus their attention and cai their efforts. ` 


It has been observed that when the sı i 
has | uperordinate goal was recogniz 
minor internal conflicts were resolved. i aga 


2. š d 
pei ei Pi 1 an stp ge a pi ae Team rewards may be financial or may be in the form of 
with the group and tensions rise between individuals as they assert themselves. MEDEE aaa mrn homost payera omy when they are valued Dy the team 
3. Norming: The group begins moving together in a competitive fashion and a Innovative t a n Hr ON Pe ein 
‘eam rewards for responsible behaviour may include the authority to 


select new members of the group, make recommendations regarding a new 

Supervisor or propose discipline for team members. 

* Being complex and dynamic, teamwork is sensitive to all aspects of 
organisational environment. Teamwork grows slowly, but on occasion it 


declines quickly. i A 
probie y. An improperly managed team can result in numerous 


‘stuck in a certain stage and others may find themselves reverting back to an earlier 

stage from time to time. 

e Advance awareness of these stages can be helpful to group members and their leaders. 
All team members can better understand what is happening to themselves and help 
each other work through the issues involved. 

(B) Turning Individuals into Team Player : 

* Majority of employees work in regular small groups where their efforts fit together 

like the pieces of picture puzzle. Their work is interdependent, they act as a task team 

and seek to develop a co-operative state called teamwork. 

A task team is a co-operative small group in regular contact that is engaged in 


* . Following points should be noted while creating effective teamwork : 
1. The work that members do should i à 
} m D provide freedom and autonom 
oroi a utilize different skills and talents, the ability to complete 2 baie 
i - 4 
ba ey fiable task or product and doing work that has a substantial impact on 
2. The teams require individuals with technical e: i 
te q -xpertise as well as problem-solvi i 
oaa or interpersonal skills and high scores on The personalig i 
Tisti i ienti 
sabi, cs of extraversion, agreeableness, conscientiousness and emotional | 


3. Effective teams are neither too large nor too small. Typically they range in size 


co-ordinated action. The frequency of their interaction makes them clearly different 


from 5 to 12 people. 


6.3 


64 


li 
| 
} 
$ 


PPM and OB Tem Bung 


4, Effective teams have members who fill role demands, are flexible and who prefer 
to be part of a group. 

5. Effective teams also have adequate resources, effective leadership and a 
performance evaluation and reward system that reflects team contribution. 

6. Finally, effective teams have members committed to a common purpose, specific 
team goals, who believe in the team's capabilities, a manageable level of conflict 
and a minimal degree of social loafing. 


Case Study: 

Giridhar had come a long way from when he joined R. P. Communications (having a 
turnover of % 20 lakhs) as a trainee artist in 1995 and today he had come to occupy the 
position of Creative Head at R. P. Communications (with a turnover of { 15 crores). As a 
young trainee (in 1995), Giri (as Giridhar is addressed by his colleagues) has been an 
amicable personality, he had always displayed keenness to gain knowledge - learn more 
many visible traits of creativity - in the sense try to make ‘unique’/ different from others 
presentations, willing to share information and so on. It was typically these qualities of 
Giri which made him approachable to other’s and appreciated by one and all, and also 
saw him rising in the organisation structure. 

Nicky Tanwar the creative Director at R. P. Communications, who had known Giri 
right from the time he had joined R. P. Communications as trainee, was surprised and 
drecalling the contents of the just, concluded meeting with the members of the creative 
team at R. P. Communications. Meena (a recent recruit at R. P. had said “Madam, Giri Sir, 
scares the hell out of us by refusing to listen to out point to view”. Raj an executive at R. P. 
Communications had revealed, Giri withhold important information from us, and creates 
conflict when he has to interact with others team of R. P.”. 

Mohan, a senior creative manager at R. P. had said Giri, seems to have changed, he 
seems to prefer to adopt a forcing style, like a controller and expects all the assignments to 
be completed before time, and doesn’t entertain any question or quires from any of the 
creative team members. Nicky found it hard to believe that a likeable person such as Giri 
could cause conflict. 

Nicky had promised the creative team to look into the matter and have talk with Giri 
also. After an informal chat with Giri, Nicky felt that one of the causes of Giri’s behaviour 
could be Role Ambiguity. This she had concluded from one statement made by Giri, “You 
know Nicky, my team is good, however they expect me to behave as I was before. Tam 
trying my best to convince them that in my new role, I am expected to perform even 
petter than before.” Nicky decided to seek help of CEO of Learn and Grow Leadership 
Centre (LSLG), a Training Firm, who regularly holds workshops meant for behaviours 
patterns as well on how to manage stress that could cause various levels of conflicts for 
the individuals as well as the organisation. 

Questions for Discussion : 

1. What do you think is the major cause of the problem in the above case ? 

Ans. : Giridhar joined R. P. Communications in 1995 as a trainee artist. At that time, he 
has been an amicable personality. He had always displayed keenness to gain knowledge, 
learn more and try to acquire many visible traits of creativity. He also willing to share 
information with his colleagues. All these qualities of Mr. Giridhar made him 
approachable to others and appreciated by all his colleagues and saw him rising in the 
organisational structure. 
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However, today, when Mr. Giridhar beco; “ i uni 

„t ', whe i mes ‘Creative Head’ of R. P. Communicati 

Re nanard himaelt deliberately. He now, becomes a typical boss’ and also behaves like 

sateen ‘ es bal irk adopting a forcing style of leadership and expects all the 
a i A h 

raeme t De con metedibetore time, and doesn’t entertain any questions or queries 


This change in attitude and sty ioni: iri i j 
SOMITE a yle of functioning of Mr. Giridhar is the majuz cause of 


2. Do you agree wi i igui 
eine Pepe pile delay Nicky that Rote Ambiguity may have caused a change in 


Ans. : I do not agree with th i igui! 
e Ghan ee aaa Ney view that Kole ambiguity may have caused a 


A oo emer e ganga his m of functioning in his new role as ‘Creative 
: message to his colleagues and subordin 

that they do not except him to behave lik Gai En E 

n e before. He wants to thi i 
output from his team members and subordii ney all perforin coer 
” n tes and excepts that they will 
better. This change in Mr. Giridhar’s beh: ion i P mee 
etter ngein Mr. ¢ s aviour and style of functioning ha: i 

with ‘Role Ambiguity’, as it is purely in the interest of the company in the aca nee 


an Suggest ways in whic! 01 
3. Can you t ways in which fir s R. P. Communications can avoid 
"ms such a: unication: a 


Ans. : The Present problem (it is not actu: 
K ally a ‘probiem’) ituati 
due to changing style of functioning of Mr. Gi ridhar, the Bey paseri 


To avoid such occurrences in th 
e future, Ic i 
the management of R. P. Communications: Aa EEN TOO aaaea 


(a) Setting Clear-cut company objective and goals. 


(b) Preparing a long range i; izati 
area paris 7 ge corporate plan for the entire organization covering all 


(c) Deciding the specific str izatit i i 
eee pi ucture of the organization, creating various positioning 


(d) Laying down the specific chain of command to avoid overlapping of authorities. 


(e) Issuing clear-cut orders i 
and instructions to lower manageri: 
ui at o U erial leve 
ordinate the activities of various work units at lower level. : cea 


(63) Installing Tegular system of evaluating operating performance. 
{g) Supervising, guiding and motivating the workers. 


(h) Adopting the proper communication system within the organization to 
h) Ad hi thi ni: 
k 
communicate the grievances and suggestion of workers to the higher authorities. 


PRACTICE QUESTIONS 


1. What is Team ? State its Nature. 
2. State the various types of Team. 
3. Explain about creating Effective Teams. 
4. Write short notes on : 
(a) Benefits from Team 
(b) Turning Individual into Team Player 
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WORK STRESS : MEANING OF STRESS, STRESSORS, 
oe SOURCES OF STRESS, TYPES OF STRESS 


(A) Meaning of Stress : i ; : 
e Stress has become an inevitable part of human life. Stress is a general term applied to 


pressure people feel in life. i i i 
Stress is a state of mind showing physical, emotional (psychological) or behavioural 
deviation away from the usual or normal behaviour. 
Important Definitions of Stress : . 
e The following are a few important definitions of the term ‘Stress’ : 
1. James Haney : “Stress’ is that feeling experienced by an individual at the ce to 
work or during the time of work or completion of a particular task assigned to him 
by superior from time to time”. : i 
2. Spielberger : “Stress is regarded as an interaction between the coping skills of the 
i individual and the exact demands imposed by the environment surrounding him”. 
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3. Matterson : “Stress is consequence of any external action in the form of an adaplive 
response which is followed by individual characteristic or psychological factors 
affecting an individual during a given situation or even that calls for special physical 
or psychological favours from a particular individual”. 

4. Gilbert : “Stress is an adapti. e response shown by an individual during exceptional 
cases, whenever the individual tries to participate to accomplish the objectives of a 
group and its mostly accompanied by physical and psychological factors.” 

@®) Nature of Stress : 


* Stress is dynamic condition in which an individual is confronted with an opportunity. 
Constraint or demand related to what he or she desires and for which the outcome is 
perceived to be both uncertain and important. . ‘ 

* Stress is not simply anxiety. It may be accompanied by anxiety. Stress is highest for 
those individuals who perceive that they are uncertain about their winning or losing, 
and stress is lowest for those individuals who think that they will certainly win or 
certainly lose. If outcome is unimportant, there is no stress. 

(C) Stressors/Sources of Stress: 

Stressors: 


Stressors are events or contexts that cause a stress reaction by elevating levels of 
adrenaline and forcing a physical or mental response. Lazarus and Cohen (1977) classified 
stressors into three categories : 

1. Cataclysmic phenomena or sudden powerful events that affect many people such 

as natural disasters. 

2. Powerful events that affect fewer people such as family crises. 

3. Daily hassles or repetitive problems of daily life, such as work frustrations and 
commuting. 

Stressors at work are as varied as they are in other areas of life. The following can 

induce stress in workplace environment : 

1. Working Conditions: Working conditions and stress are inversely related. 
Employees working with poor working conditions are subject to greater stress. The 
factors that lead to more stress are crowded work areas, dust, heat, noise, polluted 
air, strong odour due to toxic chemicals, radiation, poor ventilation, unsafe and 
dangerous conditions, lack of privacy, etc. 

2, Role Demands: Employees are expected to perform variety of roles, which they 
have to fulfil. The organisation hires a person to do certain things. However, the 
expectations placed on the individual are very stressful. Role ambiguity and role 
conflict are such demands. In the former, there is lack of clarity regarding one's 
work roles. Role ambiguity can take place when the organisation does not provide 
enough information about what is expected from an employee. On the other hand, 
in role conflict there are multiple contradictory demands at the workplace. The 
greater the role conflict, individual experiences more stress. 
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3. Work Overload: This occurs when an employee is demanded_more than what 
he/she can accomplish in a given time. It can be due to the volume of work or 
because of the difficulty of work, Eg: A bank employee may experience overload 
when the financial year is coming to an end and the transactions have to be settled 
before the year end. Or the employee may not have the skills nd capabilities to 
perform the job. 

4. Administrative Policies and Strategies: One of the sources of stress of employees 
is related to certain administrative strategies followed by the organisations. Down 
sizing, competing pressure, unfair pay structures, rigidity in rules, job rotation, job 
transfer and ambiguous policies are some of the sources of stress in organisations. 

5. Interpersonal Challenges: If the relationship with the manager or the supervisor 
is not amiable, then it can be a cause of stress at the workplace. The role of a 
manager is to assign work, set up schedule or create a working climate. A 


supportive manager creates the work environment to be joyful. However, a moody 


manager or supervisor makes the job unbearable. Interpersonal stressors that can 


be of serious nature are workplace bullying and abusive supervisor. Coworkers 
and customers/clients can also be a source of stress. Studies have shown 
conclusive results that if the organisational climate supports bullying and 
aggression, then it leads to strain and negative job attitudes. Lack of cohesiveness, 
lack of social support, lack of recognition by the group and incompatible goals 
cause stress 

6. Work-life Tradeoffs: One of the most common work-life tradeoffs is work-family 
conflict or work-life conflict. Maintaining a balance between the work and family 
areas is a challenge for many. Job transfers involve relocating one’s whole life 
from one region to another and would result in leaving one’s family behind, 
resulting in loss of the social support the family provides. Work-family conflict 
arises when demands from workplace and non-work domain negatively affect one 
another. It leads to decreased wort, life satisfaction and negative emotions. 

7. Evaluation Apprehension: When people are concerned about being evaluated or 
judged by others, it can also be a source of workplace stress. Being evaluated can 
be helpful in creating arousal and being motivated. However, high levels of 
evaluation apprehension have been shown to reduce employees’s willingness to 
share knowledge in the workplace. 

(D) Effects of Stress : 
1. Physical Consequences/Effects : These are as follows: 
(i) Stress could create changes in metabolism. 
(ii) Stress could increase heart and breathing rates. 
(iii) Stress could increase blood pressure bring headacl 
(iv) Stress could lead insomania, sleeping trouble, 
problems. 
(v) Stress could lead to rapid loss of weight. 


hes and induce heart attacks. 
shaky hands and muscular 
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2. Physiological Consequences/Effects : These are as follows : 


(i) Stress could lead to anger, j TV 
z ger, anxiety, nervousne: i irritabili 
ag : ss, depression, irritability, 


(ii) Stress can cause job related dissatisfaction. 
(iii) Due to stress, there is inability to concentrate and take decisions. 
3. Behavioural Consequences/Effects : These are as follows : l 
(i) Stress affects the job performance of the employee. 
Gi) Stress reduces the employee's grasping power to learn new things. 
(iii) Excessive stress destroys men’s ability to think and act. i 
(E) Types of Stress : i 
Stress can be classified into following categories : 


L i $ i 
pirme to Effect : Under this category, an individual experiences positive or 
ec pees He might either become eccentric or might end up having 
sion. So either way, this stress is harmft i 
re i $ ul. Under this kind of str 
individuals experience three types of feelings which are as follows : ae 
Eustress - Positive Stress. i 
Distress - Negative Stress. 
Neustress - Indifference to Stress. 
% pape aa ‘ 
i poo eae : The type of stress is again divided into two categories: 
ress : Stress due to past reasons forcing indivi i ‘ 
a nese ccs team Teaso ‘ing individual to hide or refrain 
en the individual had just decided 
i x not 
m Liga person, even if he had noticed him from a distance. Gk 
a faaore Stress : This stress affects an individual when he breaks down 
er receiving the news that his dearest friend had departed due to an accident. 


3. According to Intensity : Intensi i 
: Intensity stress is supposed to i 
are very rare methods to curb them ap aa i 


This occurs in the following kinds of persons : 
@ To that person who had received news of death of close relative. 
o Ha that person who is going to give an examination. 
. According to levels : Here we norm: e 
ling to | È ally take the casi j : 
5 occurs in individuals as well as arenae P IE 
3 Me to Emergency : Under this we have the following sources of stress : 
a ae on individual is trying to adjust in the given surroundings. 
n he is trying to adapt himself to the new atm y 
sap RA pph 
Gii) When an individual is confused. Ea 
(iv) When an individual is convict 
‘ted after he has been proved gui 
M) When an individual is egoist. — 
Gn Ast a individual suffers from dejection, depressions. 
ii, en the individual’s place of work is ing to hi 
i not ikii it i 
situated at a place not as per hìs liking. S 
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STRESS MANAGEMENT: STRATEGIES 


4. Individual Strategies : These are as follows : 

(a) Training for Organisation : Individual could be given guidance to manage their 
time accurately. If he can understand and utilise the basic time management 
principles, then he can very easily cope with tensions caused by the ever growing 
demands of the clients of the firm. Proper training ensures planning and 
subsequently the individual is in a better position to plan his activities with the 
main aim of accomplishing them. Thus, proper training in this area could enable 
them to accomplish twice as much as the person who is poorly organised. 

(b) Personality Development : Personality development assumes very great 
importance in today’s hectic business world. One is attracted to a individual due 

to his personality irrespective of his financial position as it induces confidence in 
the minds of the employer especially in the job field. In fact, people of all ages can 
easily cope better with stress by doing physical exercises to improve their 
personality as it exerts influence in case of failures. In other words, personality 
development could enable individuals to cope better with stress. Infact some 
organisations even chalk out various programmes to train its employees in sports, 
swimming, jogging etc. which also forms an ideal part of the above training 
programmes. 

(c) Relaxation Methods : Relaxation methods especially meditation, hypnosis and 
other allied techniques could enable individuals to concentrate better to 
accomplish the given task in a more professional manner within the stipulated 


time. 
Social Support : Some people experience stress if they get deatched from their 
relatives or from their associates. In this case, they should be treated warmly by 
the boss of the firm. Arrangement should also be made to encourage them to 
work hard by providing incentives from time to time. Besides this managers 
should also talk to them in an informal manner so as to enable them to feel at 
ease. Efforts should also be make by the manager to hold discussions with the 
subordinates to understand their personal problems. 

(e) Self-Control : Efficient representatives should enable the manager to control the 
situation instead of letting the situation control the emotions of the co-workers. 
Proper thought should be given before sending someone on behalf of 
management to pacify the employees to clam down thus preventing chaos. At no 
point of time, the manager should lose his composure but should remain calm 
and collective. He should let people to know their limits so that the situations 
ultimately improves. 

(®© Cognitive Therapy : Managers, if time permitted should hole off-line lectures in 
an informal manner to reduce job stress. They should be advised not to indugle in 


self-talks or cognitions. 


(d) 


¢ 
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Accur lection : 

g) = rae pa n : Efforts should be made to employ employees based on their 
ken a posesa by them instead of just considering their merits. Mosth 
ae : Back fom: ane pee t the other in their response to eae 

e ing the individual for a particular job, 
should consider factors which influeni i pe a a 
u f ce the candidates at the spur of 

aS on Ascites attitude towards a particular problem should also Seeanaigeeed es 
a cay eed Procedures : By re-designing procedures, by improving content 
ees aie aL sues opportunities etc. the management could 

individuals to cope up with stress especially i 
Hie TASKS are to be performed in the most skillful meme ASE ewes 
2. Organisational Strategies : These are as follows : ; 
(a) Use of Realistic Goal Setting : he 
of F g : Employer should i 
ambiguity and frustrations are EA aic 
Œ) Improvi AS 
) HOHE ek Sole ae : Job characteristics like skill variety, task 
5 ance, aut i inf 
cates utonomy should be improved through informal 


(c) Increased Personal Involvements : The boss at the enterprises should make 


aia vanes e cal opran meetings in order to understand the personal 
ems e oyees. In other words, it should i 
organisational climate for the employees to discuss. Eorann 


CONCEPT OF CONFLICT : FUNCTIONAL 
; VERS - 
FUNCTIONAL CONFLICT spas 


A) Concept and Definition of Conflict : 


Conflic iti ji 
a a erate sae as the condition of objective incompatibility between values 
is, as the behaviour of deliberately i i i t 
‘ ly interfering with another's i 
and emotionally in terms of hostility. ü PAE TERE 
Descripti i i. 
oe REE have explained conflict behaviour in terms of objective conflict of 
„ personal styles, reaction, to threats, and iti is 
: a , cognitive distortions. Noi i 
ee A a mative 
bininendationis range over the establishment of superordinate goals consciousness 
raising the selection of compatible individuals and mediating conflict 
Conflict arises from disa; 
greements over goals to be attai 
Pi e Da tained or the methods used to 
"Conflict i rt i 
Aa ee iS S mag in ae an effort is purposefully made by one person or a unit to 
r that results in frustrating the attainmi 
7 : ent of the other's 
furthering of his of her interests.” ancien 
“Conflict i i 
inflict is a process that begins when one party perceives that another party has 


negatively affected, or is about to negati i 
me egatively affect, something the first party cares 
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int in any ongoing activity, when an interaction 

o manm tN ns bane ae dagi capa the wide range of 

man et A ee eane in organisations - incompatibility of goals, ipren 
Serka Le of facts, disagreements based on behavioural expectations an 

hacen i i is also flexible enough to cove the full range of conflict levels, 


ike. This definitio? t 
eens aaa violent acts to subtle forms of disagreement. 


iti l common 
iti ict. All these definitions have severa! i 
There many definitions of conflict. h i i) com 
. EA E, jaen be perceived by the parties to it, whether or not conflict exists 1s 
the! a 


a perception issue. if no one is aware of a conflict, then it is generally agreed no 


ma ii been and is studied by almost all the social sciences like sociology, 
e Conflict has 


hropology, psychology, politics, law and behavioural sciences. All of them are in 
anthropology, 


agreement about the essen al qualities of conflict. 'A's success is always at the cost of 
the essential qualit ies of conflict. 'A' 
g! 


B. If A and B both achieve their goals itis not conflict. 
« Sociologists defini 


endeavour to achieve their goals, by eliminating others. 


i i i sis 
ists who give more importance to interpersonal conflicts leading to Aaa i 
; u f ituation i i i ivate 
° ee mental illness define it as a situation 1n which a person is mot 
and othe 


i tivities. ‘ 
css a mi kaa and social aspects in their definition. 
Š eie e err of objective incompatibility between values or goals, it is the 
E ani interfering with another's goal achievement, emotionally it 
jel a 
is the cause of hostility- 
«This definition states that- 
4. Conflicts arise if vale *"* 
2. Ifgoals are inconsis' 
3. Conflict is a deliber: 
4, Conflict is intetfere:?ce inei 
5. Conflict is emotiona’ enmity. 
e Conflict, competition and = ; 
ring three common “OMP r 
v iea of goals towards which actions are oriented. pte 
2. Human groups relared to each other in some degree for the a 


and to the achievement of 
3. Pattern of action relating human groups to each other and 


oa] values. ; f A P 
i flict, interaction between relationship structures is direct and negi 
e During contiict, 


action toward: goal is ret d si iminating the opposing group assures 
i the goal is reduced since eliminating 
Inter t s the 


person's achievement of goals. 


tion are three different types of social interactions 


jon it ich indivi ups 
e conflict as an interaction in which individuals and groups ; 
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In an organisation, conflict, competition and co-operation are usually inter-related. 
Members may co-operate with each other for achievement of tasks but they may be 
competing with each other to get to the higher position. Simultaneously, conflict may 
exist between members whose values differ vastly from each other. 

In an organisation conflict, competition and co-operation are also inter-changeable. It 
is possible to change conflict into competition and co-operation and vice-versa.’ It 


depends on the leader to use and convert conflict into a healthy organisational 
environment which leads to achievement of goals. 


(B) Features of Conflict : 


1. Conflict occurs when two or more parties pursue mutually exclusive goals, values 
or events. 


2. Conflict arises out of two different perceptions. 


3. Conflict refers to deliberate behaviour. If interference is accidental, there is no 
conflict. 


4. Conflict can exist at the latent or overt level. 
5. Conflict is different from competition. In competition both sides try to win, but 
neither side actively interferes with the other. 

(© Indicators of Conflicts 

1. Frequency and unwarranted arguments among employees. 
Communication problems. 
Destructive competition between departments. 
An inflexible and insensitive attitude towards other members of staff. 
Unfair criticism of certain individuals. 


(D) Functional versus Dysfunctional Conflict : 


2. 
3 
4. 
5. 


* Some conflicts support the goals of the group and improve its performance; these are 
functional or constructive forms of conflict. 


When conflict hinders group performance it is dysfunctional or a destructive form of 


conflict. The boundaries between constructive and destructive conflicts are neither 


clear nor precise. No one level of conflict can be adapted as acceptable or 
unacceptable under all conditions. 


The criterion that differentiates constructive conflict from destructive conflict is group 
performance. 


Most experts today view -conflict as a potentially useful aspect of organisations. © 
Conflict prevents stagnation, stimulates intérest and curiosity. It is the medium 
through which problems can be aired and solutions arrived at. It is the root of 


personal and social change which permits immediate and direct expression of rival 
claims. 


the goal. 
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1. Positive Consequences of Conflict 

(a) Major Stimulant for Change: Conflict initiates a search for ways to polish and 
refine objectives, methods and activities. 

(b) Groupthink is Avoided: Groupthink is a type of thought exhibited by group 
members who try to minimize conflict and reach consensus without critically 
testing, analyzing, and evaluating ideas. It can overpower a highly cohesive group; 
it prevents the group from making rational decisions based on fact. Conflict avoids 
this. Conflict also counteracts the lethargy that often overtakes organisations. 

(c) Conflict Fosters Creativity and Innovation: Conflict can help individuals to test 
their capacities to learn and develop. It prevents stagnation, it stimulates interest 
and curiosity. In an atmosphere of open confrontation, people tend to put forward 
more imaginative solutions to problems. 

(d) Cohesion and Satisfaction: Under conditions of mild inter-group conflict, group 
membership can be very satisfying to members. For example, if there were no 
conflict, the whole purpose and internal unity of a cricket team would disappear. 
According to Boulding, organisations, in many ways are creations of their enemies 
and it is through a common hatred of the enemy that they establish their internal 
unity. 

(e) A Minimum Level of Conflict is Optional: The occasional flare-up of inter-group 
conflict serves to balance power relationships between departments. It also helps 
individuals in reducing accumulated ill feelings and tensions between them. Thus, 
conflict is necessary for organisational life. 

2. Negative Consequences of Conflict : 

(a) Conflict Creates Stress in People: Intense conflicts, generate feelings of anxiety, 
guilt, frustration and hostility. Losers feel defeated and winners try to injure the 
feelings of the defeated. The distance between people increases and a climate of 
mistrust and suspicion develops. Losers indulge in non-cooperation and pay little 
attention to the needs and interests of other group members. 

(b) Diversion of Energy: The diversion of the group's time and effort toward winning 
over the conflict rather than toward achieving organisational goals is the most 
harmful consequence of conflict. Long-term goals begin to suffer as short term 
problems become more important. In extreme cases, illegal activities are resorted 
to. 

(c) Instability and Chaos: Under intense conflicts, collaboration across individuals, 
groups and departments decreases or vanishes. Each new conflict will split 
organisation sub-units further. There may even be communication breakdowns. 
The normal work-flow is disrupted; the moral fabric of the group torn apart and 
the whole system is skewed out of balance. 
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(Œ) Causes of Conflict within Organisations : 


. betas Conflicts usually fall into one of the three categories; conflicts of 
in ereat etween functions and conflicts of authority involving manager and staff. 
e Specific causes are; ‘ 


1. Leck of co-ordination 5 ing in differi 
E T ene and departments; resulting in differing 
2. Breakdown in communication. 
3. Poor teamwork. 
4. Imprecise definition of goals. ' 
5. Complicated relationship between functions ahd sections. 
6. Autocratic management style. 
7. Personality difference among employees. 
8. Severe reductions in organisational resources. 
9. Different perspectives and views. 


FIVE STAGE CONFLICT PROCESS, TYPES OF CONFLICT 


(TASK CONFLICT, RELATIONSHIP CONFLICT, PROCESS 


CONFLICT, PERSONALITY CONFLICT, INTERGRO! 
CONFLICT) i’ 


(A) Five Stage Conflict Process : 


* The Conflict Process can be seen as comprising of five stages: 


1. Potential Opposition or Incompatibility 2. Cognition and Personalisation 
3. Intentions 4. Behaviour 
5. Outcomes 

Stage I: Potential Opposition or Incompatibility 

. ee there is the Presence of conditions that create opportunities for conflict to 
= hey need not lead directly to conflict, but one of these conditions is necessary if 
conflict is to arise. These conditions can be grouped into three general categories: 
(a) Communication, (b) Structure, (c) Personal Variables, 

(a) Communication: 


* A review of the research suggests that semantic difficulties (difficulties in 
understanding the meanings of words), insufficient exchange of information and noise 
in the communication channel are all barriers to communication and the: 
potential antecedent conditions to conflict. a 


a a oes n 
Semantic difficulties arise as a result of differences in training, selective perception 


and inadequate information about others. 
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(b) Structure: 


e Research indicates that larger 


e Groups within an organisation have diverse goal 


Research demonstrates that, the potential for conflict arises when either too little or 
too much communication takes place. 
‘The channel chosen for communication can have an ini 


The process of filtering information and making use ol 
previously established channels also leaas to conflict. 


fluence on stimulating conflict. 
f new channels rather than 


The structure includes variables such as size, degree of specialization in the tasks 
assigned to group members, jurisdictional, clarity, member goal compatibility, 
leadership styles, reward systems, and the degree of dependence between groups. 

the group and the more specialized its activities, the 
greater the likelihood of conflict. Tenure and conflict have been found to be inversely 
related. The potential for conflict tends to be greatest where group members are 
younger and where turnover is high. Lack of a precise definition of responsibility 
leads to the emergence of conflict. Jurisdictional ambiguities increase inter-group 
fighting for control of resources and territory. 
ls. This is a major source of conflict. 
Research tends to confirm that participation and conflict are highly correlated, 
because participation encourages the promotion of differences. Reward systems are 
found to create conflict when one member's gain is at other's expense. 


(c) Personal Variables: 

+ They include a person's indi dual value systems and the personality characteristics 
that account for individual idiosyncrasies and differences. 

» Certain personality types lead to potential conflict. For example, individuals who are 
highly authoritarian and dogmatic and who demonstrate low esteem lead to potential 
conflict. Prejudice, disagreements over one’s contribution are diverse issues which can 
pest be explained with the help of value differences. Differences in value systems are 
important sources for creating the potential for conflict. 

Stage H Cognition and Personalisation 

e In this stage the potential for conflict or incompatibility becomes actualized. The 
antecedent conditions can only lead to conflict when one or more of the parties are 
affected by, and aware of the conflict. 

e Awareness by one or more parties 
opportunities for conflict to arise is a perceive 

misunderstanding of each others true position. 
« Emotional involvement in a conflict creates anxiety, tension, frustration or hostility. 
Sometimes people perceive that there is a basis for conflict; however conflict will not 
arise unless the differences become personalized or internalized. For example, X may 
be aware that Y and X are in serious disagreement over the interpretation of the 
policy, "Customer is the King” and are arguing for hours together. But if this episode 


of the existence of conditions that create 
d conflict. Conflict results due to parties 
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does not make X tense or anxi 
ious and has no effect on X's relationship wi i 
wit 
can be concluded that conflict is not felt by the parties. since: 
pag a eal because it is where conflict issues tend to be defined. At this stage 
cide what the conflict is about. This is a criti s 
es d b critical event bec hi 
conflict is defined goes a long wa’ ishi AR A HE 
$ ` 
es g way toward establishing the sort of outcomes that might 
é Emot , i à 
elas phe major role in shaping perceptions. Negative emotions have been 
roduce oversimplification of issues, reduction ii 
p k 3 in trust, and negati 
interpretations of the other parties’ behavi hee 
a our. In contrast positive feeli 
= r. 9 positive feelings have been 
found to increase the tendency to see potential relationships among the elements of 


problems, to take a broader view of the 01 levelop moi ovative 
y 
situation, and to di p more innovative 


Stage MI Intentions: 
. intenti isi i j 
ntions are decisions to act in a given way in a conflict episode. Intentions 


intervene between people's perceptio) otions and their overt behaviour. In 
ns and emotions and their 
i 
order to respond to other's behaviour, we have to infer the other's intent. 


e Using the two dimension: i 
s of co-cooperativeness and a: i 
P p n see i 
handling intentions where identified by Thompson. SELES See 


L-R i 
competing - Assertive and Uncooperative 


A E - Assertive and Cooperative 
: voiding : -  Unassertive and Uncooperative 
S aren ng - Unassertive and Cooperative 
'Om] isi i 
promising - Midrange on both assertiveness and cooperativeness. 


* Cooperativeness means the deg! i 
ei ree to which i 
party's concerns g hich one party attempts to satisfy the other 


e Assertiveness means the degre! i 
e to wi i i 
n gI hich one party attempts to satisfy his or her own 
a "NS A 

{a) eae a person seeks to satisfy his or her own interest, regardless of 

other parties to the conflict, he or she is co) i 
a person who convinces another i pa torre An 

A person that his conclusion is correct a 
} ‘ x u nd anot! 
m D 's is wrong i.e. a person achieves his goal at the sacrifice of the other's en 
: laborating: In collaborating, the intention of parties is to solve the problem b» 

cl anying differences rather than by accommodating various points of view. ž 
(c) aoe It is the desire to withdraw from, or suppress a conflict. Trying to ignore 

conflict and avoiding others wi i a 
S g ith whom you disagree are examples of 
(d) pariar In order to maintain relationships, one party may be willing to 
place the opponents interests above his or her own interest. This intention is called 


‘commodating, example, a person si 
act or example, a person supports a collea; ion despite hi 
dating. Fe l ipports a colleague’s opinion despite his 
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(e) Compromising: In compromising, there is no clear winner or loser. Each party 
intends to give up something. The solution which is accepted provides incomplete 
satisfaction to both the parties concerned. 

‘These intentions can be called conflict resolution styles. The choice and use of the five 
conflict handling styles is likely to depend upon both the nature of the individual and 
the situational factors. 
Intentions provide general guidelines for parties in a conflict situation. During the 
course of a conflict, people's intentions might change because of reconceptualization 
or because of an emotional reaction to the behaviour of the other party. 
Research indicates that people have an underlying disposition to handle conflicts in 
certain ways. Individuals have preferences among the five conflict handling 
intentions. When confronting a conflict situation, some people want to win all at any 
cost, some want to find an optimum solution, some want to run away, others want to 
be obliging, and some others want to split the difference. 

Stage IV Behaviour 

At this stage, conflict becomes visible. This stage includes the statements, actions and 

reactions made by the conflicting parties. Conflict behaviours are overt attempts to 

implement each party’s intentions. At the same time these behaviours have a stimulus 
quality that is separate from intentions. As a result of miscalculations or unskilled 
enactments, overt behaviours sometimes deviate from original intentions. 


Stage V Outcomes 
e Outcomes may be functional or constructive and dysfunctional or destructive. 
(B) Types of Conflict : 
1. Goal or Task Conflict: 
+ It occurs when a goal that an individual is attempting to achieve has both 
positive and negative features or when two or more competing goals exist. 
+ Approach - Approach conflict, Approach - Avoidance conflict and Avoidance ~ 
Avoidance conflict are the main types of goal conflicts. 
2. Relationship Conflict: 
* Relationship conflict is a disagreement in a workplace that results from 
differing personalities that can produce negative, emotional interactions 
among employees. 


3. Process Conflict: 
+ Process conflict refers to conflict over how work gets done. 


+ It is the disagreement over the procedure or methods the team or group 
should use for completing its tasks. 
4, Personality Conflict: 
+ ‘Personality conflict arises in the workplace due to emotions and perceptions 
about somebody else's motives and character. 
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(A) Management of Conflict : 
* Principles of conflict management are based on the following assumptions: 
1. Conflict is inevitable. 

2. Itcan harm achievement of objectives. 

3. It can promote innovation and development of new ideas. 

4. Itcan be managed. 

. Conflict needs skillful management. The best way to approach conflict is to anticipate 
it and t take steps before parties take a firm position. The steps should be taken 
before vital prestige issues are involved in the conflict. 

Even then if conflict arises the following guidelines can be suggested for solving it. 

1. Open ae Irrespective of the position in the hierarchy, people 
concerned should be encouraged to give their opi e 

; inions and e: i 
without inhibitions. P h 
A free two-way communication can clear up misunderstanding and help co- 
operation. For this managers must develop i j 
¢ p interpersonal re ips i 
informal atmosphere. ii ER 

2. Explaining Logic: People may collaborate willingly if the cause and effect 
relationship behind a particular request, action or decision is explained to them. 

3. Search for Facts/Data: Without knowing facts one cannot view conflict in its 
proper perspective. Therefore, whenever actual conflict arises, it is necessary to 
search and find out facts of the case. 

4. Considering Criticism: Managers should listen to critiques, whose job is to 
piticize management. Evaluation of such criticism made by different members 
may bring new ideas to surface and solve problems. 

8. eE In order to strengthen one's position, one should contact people 
of similar thinking and form a group. This is hel i 

. . pful. when confli 
power-imbalance. panes: 

6. Legal Steps: When ail other strategi i is filed i 

i: gies fail, a case is filed in the lab 
seeking justice. ee ee 
(B) Strategies for Conflict Resolution : 


+ Ponde has identified thre j ý 
Conflict. ee major conceptual approaches to managing Organisational 
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ound the attempt either to 


A : Thi evolves arı 
1. Bargaining Approach: This strategy T! orase the demands of the 


increase the pool of available resources or to det 
ae ines roach: When superiors attempts to control subordinates ins 
a ‘hee such canta conflict occurs. The strategy to resolve such a conflict is to 
nies impersonal bureaucratic rules for personal antral: es 
3. Systems Approach: There are two main atrategles of this approa a erai 
(i) Reduce goal differentiation by modified incentive or by proper sel ib 


or assignment procedures ; 
(ii)Reduce functional interdependence by reducing 
loosening up schedules or introducing puters abd 
There are basically two approaches to deal with conflict in an 
1. To create and stimulate constructive conflict. 

2. To resolve destructive conflict. 5 
Managers need to be sensitive as to how conflict can t 
decide carefully whether to use resolution strategies or ou 
following clues are normally useful while managing con licts. 

Conflict Management 


d i i itions 
Use resolution under these conditions. Use stimulation under these conditio. 
$ ant. 
+ Conflict has become disruptive. . ee uae ai hica res 
i nt on * onsensu: 

+ Too much time and effort are spe k 
conflict rather than on productive reached. 
efforts. 

* Conflict focuses on internal goals of the + 
group rather than on organisational 
goals. 

i d w) 

e Conflict needs to be resolve 1 
absorbs time and effort that could be used more productively. wicca 
Conflict needs to be resolved when the focus of conflict is on the ee in race 

‘ rahi than organisational goals. Work groups are motivated to chal aoe rite 
and well accepted ideas. Conflict stimulation is the creation and the can perenne 
conflict by a manager For example, If competing organisations are re : oh soe : 

i ‘hnologies, it may be time for a 

in products, markets or tec! s n i sey 
acs ovata and creativity by challenging the status. mano ai 
provide employees with the motivation and opportunity to revea 


pressures for consensus, and by 


effective way. 


managed. Managers should 
e stimulation strategies. The 


Change within the organisation is 
needed to remain competitive. 


hen it causes major disruption in the organisation and 
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* If conflict becomes excessive or disruptive, the manager needs to adopt a strategy for 


reducing or resolving it. Goal based, location based, resource based or organisation 
based strategies as well as people or group strategies can be used to reduce or solve 
conflict between people or groups. 

(D Conflict Stimulation Techniques : 


* Conflict is not always negative. Stimulating competition and conflict can have a 
galvanizing effect on the progress of organisations. 


1. Managers can manipulate messages so as to stimulate conflict. 


2. Introduction of heterogeneous people into the organisation helps in disturbing the 
status quo and creates conflict. e 


3. Breaking up old work groups and departments and reorganizing them so that 
there will be conflict. 
4. The use of bonuses, incentives and awards will stimulate competition and conflict. 
(ID Conflict Resolution Techniques : 


(A) Feldman and Arnold's Technique: Feldman and Arnold in their book have 
described the four conflict resolution strategies as follows: 


1. Avoidance: This strategy attempts to keep the conflict from surfacing at all. This 
may be appropriate if the conflict is trivial or if quick action is needed to prevent 
the conflict from occurring. 

2. Diffusion: In this strategy, an attempt is made to deactivate the conflict and cool- 
off the emotions and hostilities of the groups involved. This strategy is appropriate 
where a stop-gap measure is needed or when the groups have a mutually 
important goal. 

3. Containment: Under this strategy, some conflict is allowed to surface, but is 
carefully contained by spelling out which issues are to be discussed and how they 
are to be resolved. To carryout this strategy, the problems and procedures may be 
structured, and representatives from. the conflicting parties may be allowed to 
négotiate and bargain within the structure established. This strategy is appropriate 
where open discussions have failed and conflicting groups are of equal power. 

4. Confrontation: Under this strategy, all the issues are brought into the open, and 
the conflicting groups directly confront the issues and each other in an attempt to 
reach a mutually satisfactory solution. This may involve mutual problem solving 
or even formally redesigning jobs or responsibilities in order to resolve the 
conflict. This is most appropriate when there is a minimum level of trust, when 


time is not critical, and when the groups need to co-operate, to get the job done 
effectively. 


WI) Other Techniques : 


Apart from these four strategies there are many other useful strategies for conflict 


resolution. Following are some’ of the frequently employed techniques to resolve 
conflict. 


opinion that they keep to themselves. 
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inance through Position: . ; 
aa ‘solution, the other party is eliminated, opponents are forced to nee ae z 
the fight. Managers use positional authority to fire a lower ranking subor 

nsider to be a trouble maker. at i 
ne ers serve as ‘conflict sponges’ and absorb the antagonistic hapa i Ay 
dais Sometimes managers try to alleviate conflict through ‘physical ne : 
pea are not allowed to interact with each other. Sepatan nap m at nant 
temporary solution and provides enough time for more fun Hee cece 
resolution afterwards. Individuals in organisations, with rare toad i ems 
i i iors as an acceptable way of reso! 3 
and accept the authority of their superiors 5 i sa 
It is not ears possible to effectively resolve interdepartmental conflicts Lobes ne 
use of positional authority. This dominance approach does little to prevent 
of conflict in a more violent form. 
Appeals Procedures: ; : iia 
is is a conventional method of resolving disputes. In this ee pep = 
disagreement ask their higher authority to help them in arriving at 
appeal is made to one's boss's boss. 
Liaison Groups / Integrators: r ; MA 
A full-time integrator can be appointed. He is cane to use et abe a és 
i inati le together. He must w 
to achieve co-ordination and get peop! m 
toward a mutually agreeal 
d should be able to rally both groups nutu; 

ee eae i i. d interest in either group or 

i i t having a vested inte! 

tion. An Integrator is perceived as not t : 
arora e human relations experts can also be appointed to change th 
attitudes and reduce conflicts. g P 
Member Rotation: ; ; = 
Inter-organisational exchange activities help ‘in reducing conflict. tea 
exchanged between departments. A Newcomer can exchange his views pi ee 
Perceptual distortions are reduced as a result of role reversal or empal a a 
perspectives, departmental loyalties and misunderstandings create: y 
organisational boundaries are changed. 
Reduce Interdependence: : ; T: 
As a result of mutual dependency there are occasions for ene oe see 

ict, i should be reduced. De} 
lve such conflict, interdependence sl ] 3 La 

rival with resources and inventories that are independent of ieee Lies 
her departments. But this solution increases costs because of ce aes aa ie 
and equipment. Sometimes formal integration departments may be 
facilitate co-ordination. 
Superordinate Goals: : = 
e goals, demand interdependence and TAREN, ae 
departments. This is a common goal, appeals to all the parties involve: 
accomplished by the resources of any single party separately. 


persuasion t 
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7. Indentifying a Common Enemy: 

* The classical study by Sheriff and Sheriff, illustrates how groups in conflict 
temporarily resolve their differences to fight a common enemy. According to 

Boulding, "A strong enemy is a great unifying force in the face of common threat and 

overriding common purpose of victory or survival. The conflicting claims of the group 

fall into the background and are swallowed up into the single, measurable, overriding 

end of winning conflicts. 

The threat of Hitler, for example, produced an alliance between the Western powers 

and Russia. As soon as this common threat disappeared this alliance fell apart. 

8. Joint Negotiating Committees: ‘ 

Members agree not to take any action that might aggravate a situation before the issue 

is raised at joint negotiating committee. 

9. Increasing the Flow of Information through the Organisation: 

Because of information, employees get knowledge about resolution of conflict and this 

might encourage empluyees to empathize with other peoples problems and views. 

Managers in the organisation can transfer certain individuals to other departments. 

10. Better Co-ordination of Activities: 

Training might be needed in coordinating such activities. If a manager can establish 

co-ordination between employees, the self-confidence of employees improves, They 


are also better equipped to solve conflicts. Training might be needed to enable the 
managers to accomplish this. 


Robbins's Summary of Conflict Resolution Strategies: 
+ S. P. Robbins has summarized the following conflict resolution techniques: 

1. Problem solving: Face-to-face meeting of conflicting parties for the purpose of 
identifying the problem and resolving it through open discussion. 

2. Superordinate goals: Creating a shared goal that cannot be attained without the 
co-operation of each of the conflicting parties. 

3. Expansion of resources: When a conflict is caused by the scarcity of a resource 
say, Money, promotion, opportunities, office space ~ expansion of the resource can 
create a win-win solution. 

4. Avoidance: Withdrawal from, or suppression of the conflict. 


5. Smoothing: Playing down of differences while emphasizing common interests 
between the conflicting parties, 


6. Compromise: Each party to the conflict gives up something of value, 


7. Authoritative command: Management uses its formal authority to resolve the 
conflict and then communicates its desires to the parties involved. 


8. Altering the human variables: Using behavioural change techniques such as 
human relations training to alter attitudes and behaviours that cause conflict. 

9. Altering the structural variables: Changing the formal organisation structure 
and the interaction patterns of conflicting parties through job redesign, transfers, 
creation of coordinating positions, and the like. 
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Managing Conflict: ; Š T 
Conflict is a basic psychological mechanism that centres around income sons au 
exists whenever one set of goals, needs or interests disagree with another sel ža ane 
intrapersonal or within the individual. For example, a person may ie Las 
between two different good job opportunities. It can also be interpersonal o! 
individuals. us ne 
There are two types of conflict that can occur within an organization: ; R 
e The constructive conflict definition refers to healthy and functional disagreeme! 
that occur between two or more people. It is generally a erin scenario. E 
* The dysfunctional conflict definition refers to an unhealthy disagreement betwe 
two or more people. It is a win-lose or no-win scenario. 
it i ict: 
Styles for Handling Dysfunctional Confli : 
There currently exist many different theoretical models to approach conflict 
management. 
1. Styles reflecting the links between goals: : 
onsen to Deutsch & Krauss (1962) theory, the relationship of goals anemia a 
parties interaction style. Deutsch proposed that three styles of haero ae a ae ve 
goals are independent, behavior is individualistic; both persons go their seh Ni 
goals are interdependent, the parties must interact. If they see their goal pi 


linked, they behave cooperatively for mutual success. If they see their goals as negatively ` 


linked, they behave competitively. K . 
Deutsch described cooperation and competition as styles of conflict mai 


* When the goals are positively linked, the conflicting parties perceive menere SA 
being similar and as having common interests. This style promotes 
interaction, friendliness, trust, and interpersonal attraction. i bi ai 

+ When goals are negatively linked it leads to competition. Competing Let ae 
suspicious of one another and may show hostility. The parties Ee a i ae 
only one solution is possible. They attempt to influence ea ae Bee 
threats. Rival groups are distrustful and hostile, and they disrupt 
goal efforts. 

2. Styles Reflecting the comparative value of goals: 


A i 
In this model, the goal relationship is propose ; oe 
factors, namely, concerns for self and other. Concern for self is defined as the exten! 


which a party is intent upon satisfying its own goals. Concern Oe TR $ 
which a party is interested in satisfying the other's goals. These pez y 
basis for five styles of conflict management (Rahim and Bonoma : ae Pay 
(a) Integrating: This style reflects a high concern for self as well = k za : su is 
party who adopts the integrating style shows empathy for the o ex uuioe 
reconcile both theirs, and the other party’s interests. They wil 
exchange information and examine both points of view. 


nagement. 


to be made up of two attitudinal 
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(b) Avoiding: When conflicted parties show low levels of concern for other’s interests 
and a low level of concern for oneself, they can be described as adopting the 
avoiding style. By using the style of avoidance, the involved party simply wants to 
withdraw from conflict by sidestepping the issue, which can also be described as a 
withdrawal from the problem. 

(c) Dominating: This approach incorporates an imbalance between concerns for self 
and for others. It involves high levels of concern for self while ignoring other’s 
interests and the party who adopts this style considers conflict as a win-lose war. 
Therefore, it is likely they will seek to impose their opinions and ideas on the other 
party. It is an aggressive style. : 

(d) Obliging: This style tends to be adopted by those individuals who attempt to play 
down the differences and emphasises commonalities to satisfy the concerns of the 
other party. There is low self concern and high concern for the other. They believe 
that others needs are greater than their own. 

(e) Compromising: This style shares commonalities with all of the other four styles. It 
requires the conflicting parties to consider both themselves as well as others. It is a 
give-and-take or sharing approach, which by its nature requires compromise. Both 
are willing to accept a partial gain. 

Integration is best when the issues are complex and coordination is needed. Obliging 
is appropriate when one party is willing to negotiate for future favours from the other, 
These two styles are particularly good for dealing with conflict around broad issues of 
strategic planning. Compromising is effective when the parties goals are negatively linked 
or when the parties are equally powerful. Dominating is useful when quick action is 
needed or when a required action is not popular. Avoiding is appropriate when there is a 
greater risk of loss in confronting the other party than in not dealing with the problem at 
all. 

3. Third-party Interventions: 


A third-party intervention is a scenario in which an external entity becomes involved 
in a situation between two other parties. The outside party can help to improve 
communication, offer impartial support, provide resources or information, and provide 
outside judgment or arbitration. Generally, the third party is neutral and has no previous 
relationship with either of the parties involved. Interventions also can include educating 
the parties in collaborative interaction and making the links between their goals more 
apparent. 


Deutsch proposed that a strong, resourceful, and benevolent third party can help the 
conflicting parties become cooperative by : 


(1) removing communication blocks and distortions. 
(2) narrowing the issue of conflict. 
(3) developing rules for interaction. 
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Sherif (1966) found that it was only when groups were given a greater goal-in which it 
became clear that they all must pull together that the group’s interaction became more 
cooperative. 

Prein (1987) studied intraorganizational conflict and found several strategies that 
third parties use. For example, through consultation, a third party attempts ʻo help the 
conflicting parties improve their relationship and their interactions while working on the 
issue. The consultant is supportive and non-directive. Through authoritative demand, a 
third party, such as a work group's superior, can impose a solution on those in conflict. 


Case Study : 
[Functioning of Chief Executive of a Manufacturing Company 


Background : Inderjit is about 40 and for the last year, he has been the Chief 
Executive of a manufacturing company, that operates autonomously, but belongs to a 
large group. He has firm ideas on how best to manage people. In general terms, he 
believes that people respond best when the pressure is on them. 

Inderjit has tremendous energy. He comes to work at 7.00 O’clock and stays late each 
evening. He works very hard and expects others to do the same. He is a stickler for details 
and often sends his managers running back from meetings to collect more facts. Face to 
face meetings with him are something like inquisitions. He has a very aggressive 
questioning style and bawls people out when he notices mistakes. He is proud that he can 
move heaven and earth to “fix” problems. Since he is good both in technical and financial 
matters, he tends to intervene as soon as he suspects a deficiency. He almost “pounces” to 
sort it out himself. 

When there is a problem to be solved, Inderjit likes to call all those involved together 
in one room, irrespective of rank or reporting relationships and forces the facts out on to 
the table. In order to bring, out the truth, he adopts a very challenging style (such as, “I 
don’t believe in you ...”, “You are lying...”). 

Such remarks are made out in public, often to senior managers in the presence of their 
subordinates. What is more, Inderjit will even keep the group at it all night, if necessary, 
keeping aside other commitments. Eventually, he succeeds in solving the problem and 
also gets advance warning about other likely problems. 4 

Raghunath, the Personnel Manager, is one who reports to Inderjit and particularly 
resents this treatment. He finds it degrading for a man in his position and also feels that, 
as Personnel Manager, he must do something to change Inderjit’s style. Raghunath is 
seriously concerned about the effects of Inderjit’s behaviour. 

He notices that his colleagues are showing signs of stress; they are putting in 
enormously long hours. They have become more competitive towards each other and less 
co-operative, Their preoccupation with Inderjit has reached absurd proportions. They 
spend lots of unproductive time talking about Inderjit in his absence and trying to 
anticipate “his next move”. 3 

Another alarming effect of Inderjit’s behaviour is that senior managers spend long 
hours, getting the details right, so that Inderjit’s probing will not catch them out. Managers 


|) concealing facts for fear of represent. 
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bik wae tie une to delegate, are now less inclined to do so. The 

h emselves. The manage: irti 

issues and are not inclined to do any forward Aine iii ieee 

Furthermore, Raghunath notices th : 

äl i that the managers are less willin; i 

hemes Fe ee reata the problems conceal them fonmi @ arene 

j: rath Ira A rjit has complained to Raghun: 

a ae instead of doing what they are paid to So, ia nee ie i 
e told Raghunath that he could not understand why people “don’t realise that conflict 

ici 


management is nothing but stimulatin; į 
x I g alternative course: i 
is for them to go back, think again and tell me about it”., APAOR reagent 


Ans. : (a) Case Analysis Company 
autonomously, but belong to a large group. 
(b) Organisational Structure : 


| C.E.O. ( Inderjit) 


: A manufacturing company, that operates 


Š T T T 7 
'ersonnel Department Depart 
partment 
Manager Manager Mamee = Hanae 
(Raghunath) L ee 
Staff Worker s X 
Staff Worker Staff Worker 


oan J us energy. He coi 
ck and stays late each evening. He works very hard and GRICE ohen A ee 
lo the 


he i i i j en 
s good both in technical and financial matters, he tends to lee roa a 
as he 


Suspects a deficiency. He almost “pounces” to sort it out himself. 
e When there is a problem to be solved, Inderj; : 
ae ae se ier of rank or reporting ri 
e. In order to bring out the truth, he ado j 

tonne 0 x e th, pts a very challenging st ” 
E en e » You are lying...”). Such remarks are EA a eae 
a T presence of their subordinates. What is more, Inderjit n ill 3 
all night, if necessary, keeping aside other commitments velit al 4 

ag ually, 


he succeeds in solving the pr 
obli si 5 * 
problema: 5 problem and also gets advance warning about’ other likely 


jit likes to call all those involved together 
elationships and forces the facts out on to 


it’s behaviour staff including managers are showing 


e competitive and less co-operative. M: rs are 
lanagey 
spending time in unproductive activity of trying to anticipate Inderjit’s next move. 


Man. 
Pec ae Saar to delegate their authority and spending lot of time and e: i 
g e details, right and not spending their time on forward pianning. Tia 
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G) From Inderjit’s behaviour and staffs response as described above it is clear that 
Mr. Inderjit is very energetic, he applies pressure tactics, he is a workaholic, very 
stubborn and particular about details very inquisitive, self assertive, shows a 
parent child behaviour pattern. 

(ii) He appears to be a benevolent autocratic leader. His influencing relations are 
cohesive, does not delegate authority, does not respect dignity, or hierarchy of 
authority. He does not differentiate between manager and staff and make remarks 
at supervisors’s in front of their subordinates. His style of functioning relates in 
un-productive waste of time in minute details and looses precious time which was 
to be used for planning. His leadership style demands accountability without 
delegation of authority. He is self centric. 

(iii) The option left before Mr. Raghunath is to make individual counselling to 
managers and to know their views and intimating Mr. Inderjit about the reasons 
for the managers behaviour as fire fighting instead to think. He should appraise 
the fact to Mr, Inderjit and be a little liberal with them. 


PRACTICE QUESTIONS 
1. Define stress. State its Nature. 
2. Explain the Various Sources of Stress. 
3. State the Various Effects of Stress. 


4. State the Various Types of Stress. 
Define Conflict? What is the difference between Constructive and Destructive 


Conflict? 
6. How do Traditional Assumptions about Conflict differ from the Modern 
Assumptions? 
7. Explain the five stages of the conflict process. Give an example of how a conflict 
proceeds through five stages. 
8. Whatare the different types of Conflict? 
9. What are consequences of Conflict? 
10. Discuss the various conflict handling modes and tactics? Explain the usefulness of 
each mode in typical situations. 
. Write Short Notes on : 
(a) Features and Indicators of Conflict 
(b) Stress Management Strategies. 
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INTRODUCTION : DEFINITION OF PERSONALITY - 
DETERMINANTS OF PERSONALITY 
(A) Introduction : 
e Studying the personality. and attitude of individuals is the micro-perspective of 


organisational behaviour. In order to deal wii 
n $ ith people effectively, this mi 
understanding one’s self and others is very. ANg mene nes 


he deari nea a 
The discussion of personality in this-chapter will improve the understanding of the 


complexities of today's employees. This is important for the study and analysis of 
organisational behaviour. 


epee ae of personality and its primary components as they 
pee at | work, managers can try to create environments in which 
ple can most effectively function. Knowledge of personality will also h 

managers to enhance their own functional behaviours. eran ee 
I à i 

one understanding of personality will help the managers to predict human 

s r at work, for instance absenteeism, turnover, work involvement et 
(B) Meaning and Definition of Personality : ji 


Per ae aN A 
sie is s complex multidimensional word and there is no simple definition of 
personality is. There is no universal agreement on the exact meaning of 
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ity.“ But’ it is agreed that all our behaviour is somewhat shaped by our 
É ies. . 
a es tend to equate personality with social success or with oysa 
appearance. They describe personality by a single dominant characteristic, for 
instance shy, strong, polite etc. 
Psychologists define personality from a different perspective: According to them, the 
layman's descriptive adjective approach towards personality is very limited. 
Psychologists state that personality is concerned with external appearance and 
behaviour, self measurable traits and situational interactions. This concept describes 
the growth and development of a person's whole psychological system. 
However, psychologists cannot agree on a definition of personality, because they 
operate from different theoretical bases. As long as there is disagreement on the 
theory of personality, there will be disagreement on its definitions, : 
Derivation of the word personality can be traced to the Latin word “persona”. This 
Latin term was used to denote the masks worn by actors in ancient Greece and Rome. 
The translation of this word is "To speak through”. This translation is relevant to the 
layman's approach towards personality, because it emphasizes the role which the 
actor displays to the public. Definitions given by psychologists are concerned more 
directly with the actor than with the role played. ; 
Maddi (1980) defines Personality as "a stable set of characteristics and tendencies that 
determine those commonalities and differences in the psychological behaviour (thoughts, 
feelings and actions) of people that have continuity in time and that may not be; easily 
understood as the sole result of the social and biological pressures of the moment. 
This definition indicates that people have some traits in common with others and they 
are also different from others in certain other respects. Therefore, we cannot assume 
that thé same kind of rewards or motivation techniques can be use to influence every 
individual's behaviour. . 
This definition does not imply that people do not ever change and changes in 
Personality occur slowly over an extended period of time. An individual’s personality 
does not change drastically overnight and their thoughts, feelings, values and actions 
remain relatively stable over time. 
Gordan Allport defined personality as, "The dynamic organisation within the 
individual of those psychophysical systems that determine his unique adjustment to his 
environment. 
According to S. P. Robbins, personality is "the sum total of ways in which an individual 
reacts and interacts with others". 
Human personality includes: 
1. External appearance and behaviour, or social stimulus value. 
2. Inner awareness of self as a permanent organizing force. 
3. The particular pattern or organisation of measurable traits, both "inner" and 


"outer". 
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* According to some Personality theorists in addition to the three points made above, 
social learning aspects of personality is more comprehensive and meaningful for the 
study of human behaviour. 

e According to social learning theorists a comprehensive discussion of Personality must 
include the uniqueness of each situation. Any measure of personality must attempt to 
assess the person’s situation interaction. 

* Mischel states, “Individuals show far less-cross situation consistency in their behaviour 
than has been assumed. The more dissimilar the evoking situations, the less likely they 
are to produce similar or consistent responses from the same individual." 

* In short, meaning of Personality includes (1) how people affect others, (2) how they 
understand and view themselves, (3) their pattern of inner and outer measurable 
traits, and (4) person - situation interaction. 

(1) How people affect others depends upon their external appearance like facial 
features, colour, height, weight and behaviour. A good-looking and co-operative 


authoritarian manager. Thus, social Perception is important in this aspect of 
personality. 

(2) How people understand and view themselves is related to self-concept. According 
to the personality theory, 'the self is a unique product of many interacting parts. 
Self-concept can be thought of as the personality viewed from within, 

(3) Pattern of inner and outer measurable traits is an important dimension of human 
personality. Traits can be measured on a mathematical continuum while 
describing a given individual as it is difficult to find out how much of each trait the 
individual possesses and how the traits interact in the total pattern of his 
personality. 

(4) Person - situation interaction dimension of personality suggests that people are not 
static but flexible. Because each situation is filtered by a person's cognitive 
mediating processes, 

(C) Determinants of Personality: 


* Several factors influence the shaping of our personality. An adult's personality is now 
considered to be made up of both hereditary and environmental factors, moderated by 
situational conditions. 

* The determinants of personality can be grouped in five broad categories: 1. Biological 
2. Cultural 3. Family 4. Social 5, Situational. 

1. Biological Determinants : è 

* Heredity, the brain, biofeedback and physical characteristics are major biological 
determinants, 

° Heredity: The Heredity approach argues that the ultimate explanation of an 
individual's personality is the molecular structure of the genes, located in the 
chromosomes. Heredity refers to those factors that are determined at conception, 
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physical stature, facial attractiveness, gender, temperament, muscle composition and 
reflexes, energy level, biological rhythms are all influenced by heredity. 

+ Recent studies lend strong support to the power of heredity. Evidence shows that traits 
such as shyness, fear and distress are caused by inherited generic characteristics. 

2. Cultural Determinants : 

+ Culture establishes the norms, attitudes and values that are passed along from one 
generation to the next and create consistencies over time. An ideology that is intensely 
fostered in one culture may have only moderate influence in another. 

> People born in different cultures have different personalities which significantly 
influence their behaviours. People in the west, generally tend to be more assertive 
than people in oriental cultures. Employees in India tend to be more deferential to 
their superiors, than employees in the U.S.A. Such differences are mainly due to the 
fact that cultural norms and expectations of what appropriate and acceptable 
behaviours ought to be, tend to vary across societies and cultures. 

3. Family Determinants : 

e Family has the most significant impact on early personality development. Culture 
prescribes and limits what a person can be taught; it is the family which selects, 
interprets and dispenses the culture. 

e The socio-economic status of the family, the number of children in the family and 
birth order and the background and education of the parents and extended members 
of the family such as uncles and aunts, influence the shaping of personality to a 
considerable extent. 

«First borns usually have different experiences during childhood than those born later. 
Members in a family influence the character of children from birth, in several ways - 
by expressing and expecting their children to conform to their own values through 
role modeling, and through various reinforcement strategies such as rewards and 


punishments. 

4, Social Determinants : 

* Other relevant persons, groups, organisations greatly influence an individual's 
personality. This is called as the socialization process. This process takes place 
throughout one's life. Socialization may be one of the best explanations for an 
employee's behaviour in organisation. 

e According to Edgar Schein, "If we do not learn to analyze and control the forces of 
organisational socialization, we are abdicating one of our primary managerial 
responsibilities.” He also points out that the organisation itself also contributes to 
socialization. This process includes only the learning of those values, norms and 
behaviour patterns, which from the organisations and the work group’s points of view 
are necessary for any new organisation member to learn. 
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Re r P 
EE ea! have indicated. that socialization is also important in the superior 
lationship and when people change jobs or get promotions. 


Specific strategies have been suggested, which have tremendous potential impact on 


human resources manageme 01 ii ectivene; ese strategies can 
gement and organi: 
‘ganisational effectiveness. These strategies 


(a) Provide a challenging first job. 

(b) Provide relevant training. 

(c) Provide timely and consistent feedback. 

(d) Select a good first supervisor to be in charge of so¢ialization. 
(e) Design a relaxed orientation programme. 

© Place new recruits in work groups with high morale. 
Situational Determinants : 


Situati Z Ban's 
Ea: influence an individual's personality, but the countless potential 
say ations of the situation and the human being make it virtually apo A 
p ‘ ict SERR the ways in which the personality will be expressed. s 
er: i indivi : 
pace 2 ssas individual is normally very stable and consistent. However, it 
ous situations. Different situations, limit i havi f 
example, an individual in a temy i t E 
ple shows a different set of i isti 
than when the same individual is in his work place. ARERO 
“Thou i i j d 
an = aes a No neat Classification scheme for different situations, some situations 
pea p le, church or an employment interview — constrain many behaviours and 
Hers aay -for example, a picnic in the park - constrain relatively few” 
stu i i 
y by Stanley Milgram provides support to the important role that immediate 


situations play in determini; 
l ing human personality. Mi “A situati 
an important press on the individual”, j ina Sith x Sica 


PERSONALITY THEORIES - PERSON 
- ALITY 
ORGANISATION Si 


of unique personality of an individual. However 
more prominent among several theories - Type, 
learning. f 


1. Type Theories: 


Innumerable theories have been evolved on 


personality. Each theory exhibits one type 
ý following theories are considered to be 
Trait, Psychoanalytic, Humanistic, Social 


As the i indi j 
term itself indicates, type theories place personalities into clearly identifiable 


types or i i 

ba ane ena oes is that personalities can be classified on the basis of body 

egtem ral 1S eldon are to be given credit for this classification. According to 

personali, H 5 re capes can be established between features of the face or body and 
. However, classification of personalities 

subjecti: 2 merely on bod) is i 

ubjective and even though popular it does not carry much meee yeh ey 
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Another basis of type personalities is psychological factors, Carl Jung had ae 
personalities into introverts and extroverts usually indicating a person’s sociability a 
interpersonal orientation. Extroverts by nature are more oriented towards other peop! i: 
events and objects; whereas introverts have greater sensitivity and = cpa epee 

i 1 i i et things. Even thoug] e 
feelings and are happier dealing with abstract ; ’ 
PE soy chalogial factors provide a simple way of looking at personality, they have 
the following limitations: : Spa 

e Though categorising personalities as per psychological factors into introverts and 

extroverts is simple, it does not help much because many people may fall between 


the two extremes. ; 
> The introvert-extrovert typology is more in the nature of continuum rather than 


discreet separate types. SS 
* Though it provides a simple way to identify a personality, it does not touch upon 
the various complexities of personality. 
2. Trait Factor Theory: 3 ? 
The trait theory is a quantitative approach to the study of Personality. According to 
this theory, an individual's personality is composed of definite pe apen gen 
t lity trait is an enduring attribute of a person 
called traits. It is presumed that a persona r u f ; 
which remains consistent in a variety of situations. Moreover, a trait of an ae 
differentiates one from another in a relatively consistent way. ‘Thus, a trait may be de: ja 
as any distinguishable, relatively enduring way in which one individual may differ from 
another. , 
This theory is based on three assumptions: f 
(a) Traits though common to many individuals, may vary in absolute terms between 
people. : : 
(b) Traits are usually and relatively stable, and have fairly universal effects on 
behaviour irrespective of the environment or situation. i 
(© Itis possible to infer about traits by measuring behavioural indicators. 
There are two trait theories - one developed by Allport and the other by Cattell. 
Allport’s trait theory is based on the distinction between common waits and personal 
dispositions. He has identified six categories of values: religious, social, ee 
political, aesthetic and theoretical as common traits which can be used to compare ze e. 
Allport has also referred to certain personal dispositions which may be unique to the 
individual. This uniqueness may be : 
«Cardinal (most pervasive) 
* Central (unique and limited in number) or 
* Secondary (peripheral) f 
Raymond Cattell also developed a similar set of traits by using psychological test 
measures. Though he used a different approach compared to Allport, he clearly identifies 
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two categories of traits — surface traits and source traits. He determined thirty five surface 
traits by identifying a cluster of traits that are correlated; for instance, wise-foolish, 
affectionate-cold etc. He opined that such traits lie on the surface of the personality and 
are usually determined by the underlying source traits. Cattell also identified numerous 
source traits such as affectothymia (good nature and trustworthy) versus sizothymia 
(critical and suspicious); ego strength (mature, realistic) versus emotionality and 
neuroticism (immature, evasive); and so on. 

In this trait factor theory, through research an attempt has been made to find a 
relationship and assorted behaviour. Thus, one can see its contribution of personality tests 
to the behavioural science. Its limitations are: r 

* This theory is more descriptive than being analytical. Thus, it cannot be said to be 

a comprehensive theory of personality, F: 
* Some of the terms are difficult to define and there is no scientific reliability about 
the results. 
3. Psychoanalytic Theory: 


Psychoanalytic theory works on the basis that human beings are motivated more by 
unseen forces than their conscious and rational thoughts. Although Sigmund Freud is the 
man most closely associated with the psychoanalytic theory, others such as Carl Jung and 
Alfred Adler have also made additional contrihutions. 

It was T'reud’s experience, in his clinical practices of his patients behaviour, which 
could not always be consciously explained, that led him to develop the Psychoanalytic 
theory. This observation among patients led Freud to conclude that the major motivating 
force in man was in his unconscious framework. This unconscious framework comprises 
of three interrelated though conflicting stages — the Id, Ego and Super ego. Also these three 
stages are interrelated and have to be artificially separated for individual study and 
analysis. 

* The Id: This is the source of psychic energy and requires immediate gratification 
for biological or instinctual needs, Freud further classified the instinctual need 
into life instincts and death instincts. These needs are in the form of hunger, thirst 
and sex and the energy involved is through the libido. The id would actively be 
involved in proceeding to satisfy motives, though restricted and channelized into 
acceptable ways by the ego. The id continuous to remain a driving force in an 
individual’s life (though he may learn to control the id as he matures) and plays a 
prominent role and influences his/her thinking and behavioural processes. 

* The Ego: The ego stage is the conscious and logical part of the human personality 
and works on the principle of reality. As mentioned above, ego represents the 
conscious aspect and by using intellectual reasoning of the reality, keeps the id in 
check, Of course, at times conflicting situations may arise when the id demands 
immediate gratification, while the ego mediates and dictates postponement to a 
more appropriate time and place. For this, the ego gets support from the super ego. 
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«The Super Ego: The super ego represents the norms (societal and personal) and 
puts an ethical constraint on the behaviour, just like one’s conscience. The role of 
the super ego is to provide norms to ego in order to determine what is wrong or 
right. But very often the individual may not be aware of the working of the super 
ego. By observing and taking in the cultural values and norms of the society, the 
conscience is developed. 

Freud also contributed to the study of organisational behaviour in at least four areas 

namely: n 

4. Creative Behaviour: For instance, certain stages of the creative processes are 
unconscious in nature. 

2. Dissatisfaction: Certain behaviours of employees such as day-dreaming, 
forgetting, apathy, rationalisation, and even some sicknesses, disability, and pain 
are often analysed in psychoanalytic terms. 

3. Group Development: Descriptions of the stages which groups must go through to 
become ‘mature’ are highly psychoanalytic in nature. 

4. Leadership and Influence: Freud's great interest in authority and power is 
reflected in psychoanalytic approaches to the study of the emergence of 
leadership, the nature of a leader's relationship with his followers, and styles of 
leadership. 

4. Humanistic Theory: ; 

The humanistic approach to the study of personality includes a number ot theories 
which, although different in some respects, share a common emphasis on man s potential 
for self direction and freedom of choice. They are concerned with the 'self and the 
individual's subjective experiences. The theories stress a man's positive nature-his push 
towards growth and self-actualisation. Their emphasis is also on the hee and now’ rather 
than on events in early childhood that may have shaped the individual's personality. Carl 
Rogers and Abraham Maslow are credited with the humanistic theory of personality. 

Rogers Self Theory: For Rogers, behaviour is utterly dependent upon how one 
perceives the world, that is, behaviour is the result of immediate events as they are 
actually perceived and interpreted by the individual. Such an approach to personality 
emphasises the self and its characteristics. 

Rogers defines the self-concept as an organised, consistent and conceptual gestalt 
comprising of perceptions in the form of ‘P or ‘Me’ and the perception of the relationship 
between ‘P or ‘Me’ with others to the various aspects of life along with the values attached 
to these perceptions. The self- concept includes four factors: : 

(a) Self-image: This is the way one sees oneself based on one’s beliefs about who or 

what they are. : 

(b) Ideal Self: This denotes the way the person would like to be as perceived by the 
individual. 
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. (©) Looking Glass Self: Through the socialisation process, the individual perceives 
that ‘this is how’ others are perceiving his/her qualities and characteristics. This 
perception about ‘others’ perception need not be the way people actually see 
him/her. 

(d) Real Self: This implies that real self is what one reuily is. 

Rogers approach to personality is well appreciated because his self-theory emphasises 
that the best way to understand behaviour is by using the internal frame of reference of 
the individual himself. 

Maslow’s Theory: The humanist psychology of Maslow, postulates man as a self- 
actualiser. By self-actualisation, Maslow meant the development of full individuality in 
harmony with all parts of the personality. Maslow's humanistic psychology is steeped in 
European existential philosophy and psychology as developed by such thinkers and 
writers as Kierkegard, Sartre, Camus, Binswanger, and Boss. Existential philosophy is 
concerned with man as an individual and each person alone is responsible for his own 
existence. Contrary to popular belief, he is never static. He is always in the process of 
becoming something different. He tries to use his potential to become a useful member of 
society, and to lead a truly authentic and fruitful life. This drive of man which is inherent 
in him, is called self-actualisation. 

Existential philosophy also stresses on human consciousness, subjective feelings and 
modes, and personal experience as they relate to one's existence in the world of other 
people. This outlook may be called the ‘here-and-now’ perspective. Existentialists and 
humanists alike emphasise on subjective experience as the primary phenomenon in the 
study of human nature. Both theoretical explanations and over-behaviour are secondary 
to experience itself and its meaning to the experiencing person. Thus, central to the 
humanistic approach are the following concepts : 

(i) An individual is an integrated whole. 

(ii) Animal research is irrelevant to human behaviour. 

(iii) Human nature is essentially good. 

(iv) Man has creative potential. 

(v) Psychological health of man is most important. 

5. Social Learning Theory: 


Many activities of human behaviour is either learnt or modified by learning. There are 
two ways of learning : 

* Learning through reinforcement of direct experience. 

* Learning by observing others. 

An individual can learn by observing the actions of others and this is called social 
learning theory: An interesting story is given in Box to have a deep understanding of what 
is social learning theory. An individual's action in a given situation depends upon the 
specific characteristics of a situation, the individual’s understanding of the situation, and 
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past behaviour in similar situations. The social learning theory focuses on behaviour 
patterns and cognitive activities like: and 
G) Competencies: Intelligence ability, social skills, and other abilities, : 
Gi) Cognitive Strategies: Habitual ways of selectively attending to information and 
organizing it into meaningful units. ; 
Gii) Outcome Expectations: Expectations about the consequences of different 
behaviours and the meaning of certain stimuli. f 
(iv)Subjective Value Outcome: Even if individuals have similar expectancies, ag 
may choose to behave differently because of differences in the subjective values o 
the outcomes they expect. Two students may expect that a certain behaviour will 
please the professor, but for one this outcome is important, while for the other it is 
not. 
-regulato! tems and Plans: Individual differences in self-imposed goals, 
i ae Siang keene self-imposed rewards for success or punishment for 
failure, and ability to plan and execute steps leading to a goal will lead to 
differences in behaviour. k 
It also focuses on self-regulatory systems and plans, where the individual differences 
have self-imposed goals, rules guiding the individual’s behaviour. 


PERSONALITY STRUCTURE - PERSONALITY AND 
BEHAVIOUR 


Personality is composed of external traits and no two individuals possess identical 
characteristics. Personality attributes of employees are used in understanding the 
behaviour of employees and design suitable strategies to deal with their behaviour. 

The Big Five Personality Types ; 

Personality dimension is identified in terms of the big five factors. The types of 
personality are: i i 

+ Extraversion: It reflects a person's comfort level with relationships. Extroverts 
are sociable, talkative, assertive, and open to establishing new relationships, 
Introverts are less sociable, less talkative, less assertive, and more reluctant to 
begin relationships. i 

* Agreeableness: It refers to a person's ability to get along with others. Highly 
agreeable people value harmony more than they value having their say or their 
way. The are cooperative and trusting of others. People who score low on 
agreeableness focus more on their own needs then the needs of others. 

+ Conscientiousness: It refers to the number of goals that a person focuses on. A 
highly conscientious person focuses on relatively few goals at one time. He or she 
is likely to be organised, systematic, careful, thorough, responsible, self-disciplined, 
and achievement oriented. A person with a low conscientious is more 
disorganised, careless, and irresponsible, as well as less thorough and self- 


disciplined. 
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* Emotional Stability: Ability to withstand and cope up with stress. Individuals 
with positive emotional stability tend to be calm, enthusiastic and secure. Low 
emotional stability people tend to be nervous depressed and insecure. 

* — Openness to Experience: Interested and fascinated by novelty. They are willing to 
listen to new ideas and to change their own ideas, beliefs, and attitudes in 
response to new information. People with low levels of openness tend to be less 
receptive to new ideas and less willing to change their minds. 

Myers-Briggs Type Indicator (MBTI): 

Katherine Briggs and Isable Briggs-Myers developed this personality test that 
measures each of the traits of Jung's model. Mainly used in the employee hiring process, 
MBTI measures how people’s preferences lie within four sets of attributes : extroversion 
versus introversion, sensing versus intuition, thinking versus feeling and judging versus 
perceiving. 

The attributes extroversion (E) and introversion (1) indicate whether a participant 
derives his or her mental energy primarily from other people or from within. 

Sensitivity and intuition explain whether a participant absorbs information best 
through data and details or through general patterns. Sensing types use an organised 
structure to acquire factual and, preferably, quantitative details. In contrast, intuitive 
people collect information non-systematically. 

Thinking and Feeling Thinking types rely on the rational cause-effect logic and 
scientific method to make decisions. They weigh the evidence objectively and 
unemotionally. Feeling types, instead, consider how their choices affect others. They 
weigh the options against their personal values more than on rational logic. 

Judging and Perceiving indicate whether a participant makes decisions quickly or 
prefers to take a more casual approach and leave his or her options open. Judging prefer 
life to be planned, stable and organised. Perceiving prefer to go with the flow, to maintain 
flexibility and respond to things as they arise in the first place. t 
Extrovert-Introvert Personality Types: 

The theory by Carl Jung proposed two personality characteristics on two extreme 
ends. They are extrovert and introvert type personality. While extrovert persons are more 
sociable, introvert persons are more self-confident and they are guided by their own 
individual thinking. Extroverts are sociable and reality oriented individuals. On the other 
hand, introverts are less risk taking and directive. oriented. They require strong 
motivation and specific directions. 

Job design, motivation, leadership styles, career development, training, organisational 
change, organisational development and organisational effectiveness are based on the 
personality characteristics. Introvert is more likely to perform better in repetitive jobs. 
Extrovert performs better in dynamic and environmental centred jobs. Similarly extrovert 
needs democratic style of leadership and introvert needs more directive oriented 
leadership. Thus, the theory is used in developing organisational Strategies to deal with 
individual employees for increasing organisational effectiveness. 


8.10 


8.11 


| 
| 
g 
| 
| 
l 


PPM and OB Personality and Understanding Individual Behaviour 


Type A and Type B Personality: 

One dimension of personality that is getting attention both from organisational as well 
as medical researchers is the Type A and Type B behaviour profiles. A person exhibiting 
Type A behaviour is generally restless, impatient with a desire for quick achievement and 
perfectionism. Type B is much more easy going, relaxed about time pressure, less 
competitive and more philosophical in nature. Type A behaviour profile tends to be 
obsessive and managers with such behaviour are hard-driving, detail-oriented people 
with high performance standards. Type B persons, on the other hand, do put in extra 
effort in order to meet a deadline but do not feel pressurised. 

Type A personality typifies a person who is always in a hurry, is extremely 
competitive, and often hostile and irritable. Opposite is the Type B personality who is 
relaxed, incompetent, and easy going. 

Locus of Control: 

Locus of control indicates the belief of the individual on the extent to which he or she 
can control events affecting them. 

. Individuals with High internal locus of control believe that it is their own 
behaviour and actions (though may not be) which determine many of the events in 
their life. 

+ {Individuals with High external locus of control believe that it is (by) chance or fate 
or other individuals who determine what happens to them. 

Self-Esteem: 

Self-esteem is the outcome of an individual's continuous evaluation of himself or 
herself which will be assessments reflecting his/her response to others’ opinions, 
situational requirement, and successes and failures. Some of the ways in which self- 
esteem can affect organisational behaviour are: 

+ Self-esteem reflects an individual’s choice of vocation. 

+ Individuals with high self-esteem are likely to be attracted towards higher status 
jobs. They also select unconventional jobs as compared to individuals with low 
esteem. 

+ Self-esteem affects individuals as to how they set goals and attach value in 
attaining them. 

+ Employees with high self-esteem set high goals for themselves and place more 
value on actually attaining goals; and this would work the other way around in 
case of employees with low self-esteem. 

+ Employees with low self-esteem are more sensitive to adverse job conditions such 
as stress, conflict, ambiguity, poor supervision, poor working conditions and so on 
when compared to employees with high self-esteem. 

Dogmatism: v 

High dogmatism refers to the tendency of the individual to be very rigid, perceives the 
world as a threatening place, prefers to treat legitimate authority as absolute and either 
accepts or rejects other people on the basis of their agreement or disagreement with 
accepted authority or doctrine. 
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Simply stated, a high-dogmatic (HD) person appears to be close-minded and prefers to 
depend on authoritative people in organisations for guidance and direction, and hence 
can more easily be influenced by such persons. As against this, people with low-dogmatic 
(LD) tendency are more open-minded and cannot be easily influenced by authoritative 
figures in the organisation like HD persons. 

With regards to the degree of dogmatism and its relationship with interpersonal and 
group behaviour it is noted that HDs typically are in need of more group structure as 
compared to LDs. So the performance of HDs will also be dependent on how the group 
performs. But a high degree of dogmatism can at times lead to poor managerial 
performance because they may be involved only in a limited search for information 
especially in decision making situations. + 
Authoritarianism: a 

Authoritarianism though closely related to dogmatism, is narrower in scope. It refers 
to a person who displays qualities such as adherence to conventional values, obeys 
recognised authority, has a negative view of society, respects power and toughness, and 
opposes expression of personal feelings. 

In an organisational set up, such persons may prefer superiors who have a highly 
directive and structured leadership style. Both dogmatism and authoritarianism can be 
related to the ‘intellectual openness factor’ of the ‘Big Five’ factors. 

Risk-Taking: 

Each individual differs in his/her willingness to take risks. The tendency to take or 
avoid risk has an impact on the decision making of managers. Higher risk takers make 
quick decisions and useless information in making their choices. High risk takers are 
more suitable in jobs like stock trading, currency trading, etc 
Self-Monitoring: 

It refers to an individual’s ability to adjust his or her behaviour to external factors. 
Individuals high in self-monitoring can show considerable adaptability in adjusting their 
behaviour to external factors. They are highly sensitive to external cues and can behave 
differently in different situations. Low self-monitors cannot deviate from their behaviour. 
They tend to display their true dispositions and attitude in every situation; hence there is 
high behavioural consistency between who they are and what they do. The high self- 
monitors tend to pay closer attention -to the behaviour of others and are more capable of 
conforming than low self monitors. 

Machiavellianism: 

It is a personality characteristic that refers to being pragmatic, maintain emotional 
distance and believe that ‘ends justify means’, Such people are manipulative, winners and 
more persuasive. People who are high on this have minimum number of rules and 
regulation. For instance, where jobs involve good bargaining skills, or where rewards are 
awarded for good performance and winning, Machiavellians can perform better. 
Personality and Organisational Behaviour: 

The study of. personality is very essential and helpful in ensuring effective job 
performance. Understanding personalities is important because personality affects 
behaviour, as well as perception and attitudes. This means that the personality of an 
individual represents personal characteristics and traits which can lead to consistent 
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haviour. Personality types also affect human relations and retaliation. So 
Syne understand the sala it is to be understood that the behaviour is the 
outcome of a complex interaction between the person and the situation. People with 
similar personality types tend to get along well at work, while opposites do not, though 

xceptions. onat 

ga ee profiles are used to categorise people as a means of predicting job 
performance. Some personality characteristics are more productive than others. 
Conscientiousness is a good indicator of performance, though it is not the only dimension. 
Many organisations administer personality tests to ensure a proper match between the 


EGO STATE, JOHARI WINDOW - TRANSACTIONAL 
sA ANALYSIS 


(A) Ego Stage : 

Refer Article 8.4 (C) of this chapter. 
johari Window : i 

4 pa simple model for self-awareness that is widely used ie. Johari Window, developed 
by Luft and Ingham. Luft, in this model, there are two main dimensions for standing 
the self: those aspect of a person’s behaviour style that are known to him (self) and 
those aspects of behaviour known to those with whom he interacts (others). 
Intimation of these two dimensions reveals four areas of knowledge about the self. 


Johari Window 
Know to Self Not Known to Self 
Known to Others Arena Blind 
Not Known to Closed Dark 
Others 


. left-hand square is the Arena or the public self- that part of an individual’s 
ea known oth to the person and to others with whom he interacts. The Arena 
includes information such as name, age, physical appearance, and familial or 
organisation affiliation. ; 

* The Blind area contains those aspects of the person’s behaviour and style that others 
know but that the person himself does not. A person may have mannerisms of which 
he is not aware that are perceived by others as funny, annoying or pleasing. For 
example, an individual might be surprised to hear that his method of asking questions 
annoys others because it is interpreted as cross-examination rather than curiosity or 
request for information. j 

* The Closed area involves that which is known to the person but not revealed to others; 
things in this area are secret. For example, a subordinate may be annoyed if his 
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superior does not ask him to sit down during a meeting, but he will remain standing 
without letting the superior know that he is annoyed. The superior may think that the 
subordinate does not mind standing and accept his behaviour as part of their 
hierarchical relationships. Most of the people have many such feelings in their Closed 
areas that they are unwilling to reveal to the persons concerned. 

¢ The fourth area is the Dark area, inaccessible both to the person and to others. Some 
psychologists believe that this is a very large area indeed and that certain 
circumstances (for example, an accident), particular life stage, or special techniques 
such as psychoanalysis or psychodynamics may suddenly make a person realize some 
hidden aspects of himself, 

(©) Transactional Analysis (TA) : r 

* Today, more than ever before, it has become necessary to understand and predict 
behaviour. There has always been a keen interest to find out the “why” and “how” of 
human behaviour. 

+ Earlier models for understanding behaviour were not found to be wholesome 
providers of knowledge of behaviour. Thus, the search for a simple model that could 
be easily understood by the common man and one that would provide full awareness, 
led to the development of Transactional Analysis (TA) by Dr. Eric Berne. 

e This model is an analytical tool which gives a fresh perspective on behaviour. It is also 
an excellent model for to help us in improving communication and interpersonal 
relations. TA is simple to learn and easy to understand. Today, TA is extensively used 
in organisational settings. 

What is Transactional Analysis? 

* Eric Berne identified the basic unit of social interaction to be a “Transaction”, 
Transactional stimulus and response is said to take place when people come in contact 
with each other. This process of communication includes exchange of thoughts, 
feelings, intentions, feedbacks etc. TA is a social psychology and a method to improve 
communication. 

e The theory outlines our development, our relationships and communication with 
others, and guides us to change and grow. TA includes the dynamics contained in 
people’s interactions. 

e Revising Freud’s concept, of the id, ego, and super-ego, Berne postulated three “ego 
states” - The Parent, Adult and Child States - which are largely changed through 
childhood experiences. Each ego state is a distinct and separate source of behaviour, 
and affect behaviour in a characteristic manner. 


e ` At any given time, a person experiences and manifests their personality through a 


mixture of behaviour, thoughts and feelings. A person can transact from any one of 
the three ego states, or change from one to the other during a transaction. Each of 
these ego states deals with a particular category of life experience of the past and 
brings to the present transaction feelings and responses learned from those 
experiences, 
+ The PAC Modet: 

Berne developed the concept of ego states to help explain how we are made up and 
how we relate to others. These are drawn as three stacked circles, as the building 
blocks of Transactional Analysis. Each ego state is given a capital letter to denote the 
difference between actual parents, adults and children, 


8.14 


8.15 


PPM and OB Personality and Understanding Individual Behaviour 


(P) Parent ~ 
(a) aur 


Co) como 
2. Parent EGO State : 


This is a set of feelings, thinking and behaviour that a person has copied from his 
parents and significant others. In this ego state, the father and mother or parent 
substitutes become internalized as the young person had observed them. The person 
behaves, feels and thinks in response to an unconscious copying of his/her parents 
actions or the interpretation of their actions. 


3. Adult Ego State : 

e This is a state in which a person behaves, feels and thinks in response to what is going 
on “here and now”. The Adult is the “thought” concept. The Adult starts taking shape 
at infancy. The Adult processes the data of the Parent and Child, tests them in terms of 
reality and then makes decisions. This state is about being aware and autonomous and 
considering objective facts in a non-prejudicial manner. The Adult ego circle is placed 
in the middle to show how it needs to orchestrate between the Parent and Child ego 
states. This is the ideal ego state. 


4. Child Ego State : 

«© The child ego state also emerges at the same time the Parent is developing. This is a 
state in which a person goes back to thinking, feeling and behaving similarly to how 
they did in childhood. The child ego state involves internal events — feelings and 
emotions - in response to external events. Nail-biting, temper tantrums, skipping etc. 
are some gestures and actions of the child. 

5. PAC and Behaviour : 

e People leads their lives and behave in ways mostly determined by the intensity with 
which certain imprints have been made in their ego states. Though ego states have 
their own boundaries, they are susceptible to contamination. There is also a constant 
dialogue between ego states, mostly between the Parent and Child. 

e From the various behavioural clues, a person’s ego state at the moment of observation 
can be easily found out. TA also provides a number of other instruments which help 
us to examine behaviour. 

«TA is therefore a powerful tool in the hands of organisational development specialists. 

e TA is commonly used to develop strategies to meet and address the particular needs of 
organisations. 


PRACTICE QUESTIONS 
1. Define Personality. Explain the Determinants of Personality. 
2. Explain the various Personality Theories. 
3. Explain about Personality Structure. 
4. Write short notes on : 
(a) Ego State (b) Johari Window (c) Transactional Analysis 
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